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FOREWORD

The Eighteenth Lake Okoboji Educational Media LeadershiP Cortferencc'
adjourned on August 18, 1072. This report will provide a sumo-la-1'Y inwor-
taut events during the five-day meeting.

'Ilse theme for discussion in 1072 was "Leadership DeveloPniclit for the
Media Profession. " The keynoter was J. G. Hunt, Administrative Sciences,
University of Southern Illinois, Carbondale, Illinois. Dc legateS Can le froni
thirty-seven states, Puerto Rico, Canada and Norway.

For the first, time, the AECT Affiliate Relations Presidents rriet witt
the Okoboji Conference. This brought. many of the Presidents of tilt' State
Affiliate groups to this meeting. It was thought that bv involving the Affiliate
Presidents, they would start leadership groups in their state and 1-Ogional
as sociations.

It is not claimed that this conference, on "leadership" found all the
dicatedanswers to this important phase of education, but with such de dele-

gates, it must have had an impact on the 72 delegates. The dete:antceisi:
found that leadership does not conic wrapped in one box, but is f
forms and sizes, and from many sources.

One of the exciting developments was the leadership shown bY the
emerging young graduate students. One wrote after the conferente as foilows:
"When I look upon my life I can pick out those experiences which uave
most significant influence. Okelioii --as one of these experienceS

b ef9n called
At Okoboji

I made a commitment to myself -r profession, and to what has

had the

the ideals of Okoboji. Now I wil. to live up to that comrnitment:-;:

To better study differenL phases of leadership, the delegates
into six groups to discuss the following topics.

divided

1. AECT Goals and Program Development
2. Interrelationship of Organizational Structures
3. Functional Leadership
4. Leadership at Local, State, and Regional Levels
5. Selected Competencies Which Should Re Demonstrated by the Educational Leader
6. Recognizing, Nurturing ,md Rewarding Porcntia1:Emerging, Leadership as it Port31."5

to AECT

After providim, a cool, damp summer for Iowa, the weathern-lao turxwd
on the heat and humidity and hatched thousands of mosquitos for tl'e Week of
the Okoboji Conference. All delegates should have been awarded PlirPle
Hearts for wounds received in action. Also there was heated discussion on
accepting final reports on the closing night. The meeting adjourded at
12:20 a. , showing that communications and technology people d'r.e dedi-
cated to proving their convictions. They did not want their name5 In a suns-
mary that wa: not constructive and complete.



The delegates came prepared. Having done their homework, they were
ready.. to devote the time and energy to developing this report that may serve
other groups as a start toward leadership development. It was interesting to
watch the small discussion groups start their meetings, groping for a way to
attack the questions. Then they went to work. Their deliberations resulted
in a report that was acceptable! to all the delegates.

I wish to extend ,7 ongratulat ions to Charlie Roberts, Chairman, and the
members of the Planning Committee for an outstanding job; to Roy Moss and
Arthur Suchesk for serving as Co-Chairmen, and keeping the conference
moving; to all the delegates who received an attendance certificate, I say,
"Well clone. "

I will close with a quote received from one of the delegates. "I had
heard of Okoboji for years and often wondered just what was the 'mystique'
of Okoboji that made everyone value it so highly. Now that I have attended
the conference I om not sure I still understand all that makes the conference
so valuable, but I do know that I consider last week one of the most profitable
experiences of my professional career. "

Chairman: Iowa Committee for
Okoboj'. Conference

vi

(el 00-a/
Lee . Cochran
Director Emeritus
Audiovisual Center
The University of Iowa
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Division L'brary Development & Services, Maryland Department Student
of Education, Box 8717, Friendship International Airport,
Balthnore, MD 21240

5. BILLINGS, P. Mind Instructional Media Director
Ann A! ..nblic Schools, 2234 Delaware Drive, Ann Arbor,
MI 48103

Michigan

PREVIOUS
ATTENDANCE

69
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CRANDALL, Mrs, Kay Ann Graduate
1706 Nlaytie Id, loliet, IL 604 15 (formerly at Cedar Falls, IA) Student

21. CLITTILL, William I. Graduate
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Orange Unified School District, 370 N. Ghissell, Orange, CA 92666

26. FORBES, Loren Manager, Campus Service Iowa 69, 71
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27. GILBERG, Sheldon College of Education Iowa
The University of Iowa, Iowa City, IA 52240 Committee
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University of Southern Illinois, Carbondale, IL 6 2901

14. IRVINE, Robert Director, Instructional Cervices Regional 71
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Seattle, WA '18166

35. JARECKE, Robert F. Director, Center for Instructional Media AECT
California State University, 6000 J Street, Sacramento, CA 95825
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37. JOHNSON, Jenny Research and Instructor Resource 71
University of Maryland, College Park, MD 20740 Person
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San Jose State University, San Jose, CA 95114 Committe!

40, LAWSON, James R. Resource
34 26 Mt. Aachen Avenue, San Diego, CA 92111 Person
(formerly with U.S. International University, San Diego)

41. LEEPER, Dennis P. Graduate
1350 20th St., Bldg. A, Apt. 36, Boulder, CO 80302 Student

42. LITTLE, David Educational Resource Center Iowa 63-68
Box 42, Scrgeant Bluff, IA 51034 Committee 70, 71
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10. NICSS, Roy B. Audiovisual Center Planning
Grambling College, Box 61, Grambling, LA 71 245 C om mittee

U. NIC HOLAS , Donald Director, Educational Media C enter Texas
University of Texas ;it Austin, Wooldridge Hall, Austin,
TX 78712

51, OGLESBY, William Director, Audiovisual Center Iowa
The University of Iowa, Iowa City, IA 52240 Committee

2. PATRIE, Milton I. Director, Audiovisual TV Center Kentucky
University of Louisville, Louisville, KY 40208

PFSHALL, Robert Coordinator, Educational Media Center Regional
Wilson School District, 2411 East Buckeye Rd Phoenix, C oord.
AZ 85034

5.1. PRICE, William J. Asst. Director, Dept. of Audio Visual Extension Minnesota
University of Minnesota 2037 lUversity Ave. , SE, Minneapolis,
NEN 55455

5'5, QUINLY, William Director, Media Center Regional
Florida State University, Tallahassee, FL 32306 Coord.

, RANKIN, Pauline, R. Dept. of Education Arkansas
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57. RICHARDSON, Penelope L. Graduate
560 Allen Street, Syracuse, NY I 3210 Student

RIECK, Donald A. Director, Learning Resource Center Iowa
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85 South 425 West, Bountiful, UT 84010 Student
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COMMITTEE I:01 THE 1972 OKOB0,11 CONVERVNCE

The responsibility for planning the Okoboji Conference rests with a.
Planning Committee appointed each year by the AECT President-Elect.
,lerrold Kemp appe lilted the following 1972 committee prior to the close of
the 1971 Okoboji Conte rence:

:1-iar I ie Robe rt jr. , Ch rm.
Wilma Daniels
l'iOLt' r A. Kuete r
Michael Molenda
Roy B. Moss
Arthur Suchesk

ohn A. Wil son
jerrold Kemp, Ex-officio
Lee Cochran, Ex-officio

eIesby, Ex-officio Pkok
,ceto

'n-4111111
111111

Before leaving the 1971 conference, the committee members selected
the I 972 theme, "Leadership and the Media Profession, " and began proced-
ures for selecting a keynote speaker and resource persons.

James R. Lawson, then Assistant Director of CAST, was asked to
develop a paper outlining the various approaches used by researchers in the
study of leadership. He also prepared a list of questions on leadership. Both
the Lawson Paper and the list of questions were mailed to delegates in May
1972, to help them prepare for the conference. Delegates were given the
option of either answering the questions or writing out their "concerns" as
has been customary in the past. This Summary Report will have several
references to the "Lawson Paper. " The list c questions with a summary of
answers from delegates is printed with the "Concerns" in the appendix of this
report.

The Planning Committee met again at the AECT Convention in Minneap-
olis in Apri'. P. al plans for the conference were made the day before the
conference pered on August 13, 197?. At that time committees were appoin-
ted and dee: ions ia.de as to the saquence of opening events.

Okoboji is an "unstructured" conference; which means that each year
the Planning Committee establishes the framework within which the delegates
make content decisions. Without this framework and the ground rules, an
unstructured conference would he chaos.

1 0

5



TM: 1N1N-11.1

Th, o n i m i t t o r pc rforrn t tic upport - : ; u p p l y f Unct ion, providing
l or the phvHcal comfort of the delegater,. They do not cote on any (1,,,...i;;mn;
of the conference.

,

KOMI!
RSHIP

011
*

e'fSSION

Date ahd Time Sunday, August 13 - 7:30

(;hairman: Charlie Roberts, Jr.

'Iran omoS d lozite

1 1

(I. to t. - standing)

Chin. I Seennith, Photographer
Bill Oglesby, Associate Chairman and

Confvrence Manager
Jerry Cooper, Assistant Coordinator
Ann Clark, Assistant. to C ont,,ronc

Manager,and Treasurer
Loren Forbes, Coordinator for Local

Arrangements

(1. to r. - sitting)

Mike Simonson, Tape Recording
Sheldon Gilberg, Resource Lihrai tan
Dave Little, Newsletter Klitor
Janet Steenlage, Conference. Secretary
John 13u1 lard, Conference R oporter
Lida Cochran, Conference Repo;ter
Lee Cochran, Chairman

Opening prayer:
William 13. Oglesby.

Welcome and Pro-
files of Leadership: Lee
IN Cochran welcomed
the delegates to Iowa and
to the Iowa Lakeside
Laboratory, the site of
the conference. He also
talked on "Profiles of
Leadership, using infor-
mation which had been



( r ;4,111,r.LI i w iiillril)

colle4, led by FranciR Neel .it the request of the Planning Committee. Whet,
health problems, prevented Dr. Noel's attendant:co he asked Mr. Cochran toact as his subqt itute. "Profiles of Leadership" included a brief sketch of the
history 4 our asoc iat ion from DVI I o I )A V I I () AEcT, icil'ntifying the leziders
Nilo \very responsible for the ma,jor devvlopments of the past, fifty years, ant:
!.;uninla r t ho important research proiet.ts, the di. \'clopment of odueati Nnal
films, the early ,idvelit of radio, iit .he impact ,)f innovative minds on the
improvement of educat

Charlie Roberts introduced the keynote speak..r, 1. , I Twit, Pr ofcssur
Admi ni st rat ; Sciences, South(' ni inoi 1.1n lye rs it y, Carbondale,

I RSI I-4 IN TI IE I V, DIA PROFESSION: SO1vl

VERTICAL AND LATERAL C:ONSI1)ERAT1ONS
by .1. Hunt

'The paper by James Lawson (I )72) has provided a good introduction to
some tit' the important points in studying leadership, and, for those of you who
have had a chance to read it, the Fiedler (1972) paper should have also sup-plied somt, useful leadership insights. In the direction which I am going totake, leadership is viewed in yet another way out has sinlilarities with boththe Lawson and Fiedler pit:le rs.

We will first dis-
cuss one way Of defining
leadership and then con-
sider briefly now One
determines 'good'
leaders. Then we will
look at what has been
termed the 'path-goal
approach to leadership'
(House, in p-uss; Kahn,
1 958) as a useful way of
determining how a
leader operates. We
will first consider the

ve rtical approach to
traditionally covered

leadership where a
leader is in an author- .1. G. Hunt, loynoter
it y relationship with his subordinates. Then we will examine the often-
neg le ct ed lateral component of leadership where the leader deals it h those athi;-; own lcv,1 or whom hc has no direct authority. This aspect is of special

1 2



(Hunt's keynote address continued)

importance to people such as you who are members of professional associa-
tions and work units' providing a ser vice to other units. We will also con-
sider the leadership styles and behaviors necessary tO perform these important
vertical and lateral leadership functions.

What is Leadership

While Fiedler (1972) indicates that there are several different defini-
tions of leadership, an underlying theme that runs through many is the notion
of influence. With this in mind, we can define leadership as the exercise of
influence by one person over another in obtaining goals (Litterer, in press).
While you may come up with more specific and detailed definitions of leader-
ship in your study groups, influence is the essence of the leadership process.

Note also that included in the above definition is the basis for deciding
what one means by a 'good' leader versus a 'poor leader. I have found that
this is one of the most frequently discussed points among participants in
leadership development programs. Yet when they are asked what they mean
by a 'good' leader, they have difficulty answering. 'Goa: :ainment, in the
above definition gets to the heart of the matter. A 'good' leader is one who
is able to influence others to achieve one or more goals. These goals can
cover a wide range of areas, of course, and must be specifically determined
for the work unit in question. Ancl if I am interpreting Dr. Lawson's sugges-
tions correctly, one important topic . or study group discussion might be
specific goals to be accomplished 3 y your association. Consistent with the
task and group maintenance areas mentioned in his paper are different clas-
ses of goals.

The first class is concerned with performance or production aspects.
The second is concerned with various areas of member satisfaction. While
it is now agreed that there is no necessary relationship between performance
and satisfaction (Brayfield and Crockett, 1955) there is considerable evi-
dence relating satisfaction to turnover and absenteeism (both of which are
group maintenance aspects). We should also note here that several areas
of satisfaction are covered in the questicnnaires which you were asked to
complete. These may be scored in your group meetings.

A third class of goals sometimes considered important is related to
member and group development. To what extent is nne able to utilize and
enhance his basic abilities in a given work unit?

In terms of leadership then we might ask 'What kind of leadership is
most successful at accomplishing performance, satisfaction, and development

1 Unless otherwise noted, the term 'work unit' will be broadly used throughout this talk to refer to
kind of organizational media component such as department, section, division, school, etc. as well

ati the various geographical :Ind other groupings in AECT.

1 3
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(Hunt's keynote address continued)

goals in a given organizational setting'? In more specific ternis, 'What kind
of leader behavior is most successful at accomplishing goals or objectiveswhich exist for your association or for your work unit back home on the job'?

In considering leadership in this way, it is important to reiterate
Fiedler's (1972, p. 3) point that there is an important difference between
leadership position and leadership effectiveness and that these two areas aretoo often confused. While both areas arc important, I have chosen to concen-
trate here on the latter question, effectve leadership, rather than the former
question of how one gets to be in a leadership position. My comments should
be interpreted in that light; thus, I will not be discussing traits that distinguishleaders from non-leaders but rather behaviors that distinguish effective fromineffective leaders in terms of goal accomplishment, regardless of how theseleaders obtained their leadership position.

.2-%. Path-Goal Approach to Leadership

The path-goal approach to leadership is essentially a way of looking
inside the 'black box' of leadership to discover the ways in which a leader's
behavior can influence individuals to work toward thece work unit objectives.
Figure 1 summarizes this approach. In motivational terms an individual
has certain basic needs (Maslow, 1954) which he desires to satisfy by various
objects or means and these means become personal goal.s which that individual
is motivated to try to obtain. Some typical goals might be those shown in theFigure; I'm sure you can all think of others.

The way in which an individual goes about trying to accomplish these
goals is another very important consideration. Let us say that a person has
as a goal the attainment of a high wage. What behavior will he manifest to
reach that goal? Will he take night school courses, will he cultivate better
relations with his supervisor, will he become more active in his union or
what? The kind of behavior he will attempt depends upon his perceptions--
upon what he sees as a path to his goal.

One very important possible path to an individual's goal attainment is
accomplishme: . of work unit objectives. In manufacturing firms these often,
take the form of number of items produced or some similar measure; for a
media unit one important objective might be to increase the use of media in
various course offerings. It is possible that an individual will see high unit
objective accomplishment as leading towar(.., or being instrumental in achiev-
ing personal goals such as those in Figure 1 and, of course, from the leader's
standpoint this is a highly desirable state of affairs. However, it is also pos-
sible that an individual could see low unit objective accomplishment as being
instrumental in achieving his goals. An example would be a person who pro-
duced 1,,w (or at least lower than he could) in ordec to be accepted by other
unit members. This situation is not at all uncommon in industry. You can
an- er how common it is among media people. Still another possibility is

t)
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(Hunt's keynote address continued)

that the individual will see no relationship one way or the other between attain-
ing work unit objectives and accompl!shing his personal goals. This is likely
to happen where he has not been informed of the instrumentality between the
unit objectives and his goals. In many school systems, for example, pay
raises are granted en the basis of seniority rather than on the basis of effec-
tive teaching and therefore achievement of one's pay goal has nothiri- to do
with accomplishment of the unit objective.

In terms of unit goal accomplishment, in media, we can say up to this
point that if an individual sees high unit goal accomplishment (e.g. , increasing
the use of media among teachers) as leading to the attainment of one or more
of his personal goals considered important in need satisfaction, he will tend
to be a high 'producer' (in the sense of convincing teachers of the usefulness
of media in their classroom. ) Conversely, if he sees low unit goal accom-
plishment as a path to personal goal achievement, he will tend to be a Inv/
producer. Finally, if he sees no relationship between unit and personal ._;oals
it is difficult to predict whether or not he will be interested in workilkg t.Jward
unit goals.

The previous summary assumes that an individual has the freedom to
take the path which he sees to personal goal achievement. (See the 'freedom'
box in Figure 1. ) However, his freedom may be sharply curtailed by various
barriers which prevent him frorl following the path. For example, an individ-
ual convinced that good performance will lead to a wage increase may be pre-
vented from following the path because of inadequate flow of materials, depen-
dence upon other workers, etc. Thus, for work unit goals to be accomplished,
individuals must not only see that such accomplishment is instrumental to
meeting personal goals but have the freedom to take the high performance
path. In your field, for example, an individual might be convinced that if he
gets teachers to increase their use of media he w;.11 get a good rating from
his boss, but because of budgetary constraints he can't supply media to the
teachers, and hence cannot follow the path leading to a good rating.

There will be a number of work unit conditions which will influence
personal goals as well as the path and the freedom to take the path. Among
these are the ways in which people are paid, the kind of working conditions
provided, the criteria for iob advancement, and many others.

Another very important path-goal influence is, of course, the leader.
Through his behavior the leader is in a position to influence both the worker's
motivation and his freedom (via removal of barriers) to translate. this moti-
vation into unit goal accomplishment. There are essentially four functions
which a leader can perform to exert influence on the individUal's goal achieve-
ment (Kahn, 1958). As shown in Figure 1, he can: (1) provide direct need
satisfaction; (2) structure the path to goal attainment; (3) enable go3.!. ichieve-
rnen.; and (4) modify an individual's goals.

17
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(Hunt's keynote address continued)

Providing Need Satisfaction

As shown in the figure, this function is not conditional upon the .behav-
ior of the employee, rather it is a direct and unconditional re1ation5h1P.
While this function will not necessarily help, and may even hurt2 tile accom-
plishment of performance or productivity type unit objectives, it will contribute
to individual satisfaction and hence may influence turnover and absenteeism.

Structuring Patt fo Goal Attainment

As I mentioned earlier, there are a number of .ths which an individual
can take toward personal goal accomplishment. One important infltlence onthe individual's choice of path is likely to be the leader, who is in a Pesiticn
to provide important cues. It does not take a person long to assess the basis
that a supervisor uses for a pay raise or promotion, for example, arid if thebasis is something other than good performance then promotion and pay Will
not serve as good performance motivators.

Enabling Goal Achievement

Up to this point we have been primarily concerned with the leader's
influence on motivation. Here we are concerned with how the superviscr
eliminates barriers to following the path. Such things as a leader's technical
competence, and the way in which he plans and organizes the work would be
some of the important considerations here. If the supervisor cannot or Will
not provide assislance in this area, then an individual Ln be motivated to
want to perform well but not be able to because of barriers to good perfor,
mance.

Modifying Personal Goals

Here the leader's function is concerned with the personal goals thern_
selves rather than the path to reaching tne goals. While it is argued by some
(Kahn, 1958; Hackman ard Porter, 1968) that the supervisor's influehce on
these goals probably is generally- not larg,-; nevertheless, it can be stibstan_
tial in some cases. For example, a person might not value a promotien
(even though he sees that it is related to good performance) but the leader is
able to convince him of the good things that accompany a promotion. Hence,
the individual now desires promotion and since he sees that good perfc'riTiance
is likely to lead to promotion, may now be motivated to perform well °rderto be promoted.

It an individual could satisfy all his Ileeds in this manner, there wollIc. no need to accomplish
unit objectives since he could meet his needs without such ,ecomplishmer

12



(Hunt's keynote address continued)

Leadership Style or Behavior

We can now discuss briefly some of the specific kinds of leadership
styles or behaviors likely to be necessary for the previously described func-
tions. We should probably start by considering the difference between style
and behavior, much as Fiedler (1972) does in his paper.

Style is essentially a leader's attitude and n y be obtained by giving the
leader a questionnaire such as the Leader Opinion Questionnaire which you
were asked to complete and which will be scored in your study groups. Behav-
ior is simply the way a leader behaves. One way of obtaining this information
is by asking a leader's subordinates to describe his behavior using the sarn.t
kinds of questions as in the attitude questionnaire given the leader. While
style is not the same as behavior, it does give an idea of how a leader might
behave, and is often used where it may not be feasible to get measures of a
leade r s behavior.

With this in mind, we can now return to the question of the type style
or behavior needed for the previous functions. With regard to providing direct
need satisfaction, there is evidence indicating that behavior which enhances
someone else's feeling of personal worth and importance is likely to be impor-
tant. Behavior of this type has been termed 'supportiveness' (Bowers and
Seashore, 1966; Kahn, 1958) or 'consideration' k Fleishman, in press). The
extent to which the supervisor is able to influence his superior to obtain
rewards for suboroinates ('upward influence') also seems to be important
here (Kahn, 1958).

Leader consideration and upward influei,ce can be measured by deter-
mining how frequently (always; often; occasionally; seldom; or never) a leader
engages in the behaviors shown in the consideration and upward influence por-
tions of Figure 2. (Note that these questions are included in your Leader
Opinion Questionnaire and that you can determine your score in your study
gr oups. )

When considering structuring the path to goal attainment, it appears
that behavior which clarifies work unit goals and stimulates enthusiasm for
meeting such goals is likely to be important (Bowers and Seashore, 1966;
House, in press). Items included under the 'production emphasis' and
'initiating structure portions of Figure 2 and also in your questionnaire
illustrate two leader behaviors appropriate for this function. A thi.rd kind
of leader behavior that is important is upward influence. In order for an
individual to see good performance as leading to an important personal goal,
the supervisor has to have enough influence to es' ablish the connection (Kahn,
1958). For example, if his promotion recommendations are disregarded,
his subordinate is unlikely to see good performance as a path to promotion.

For the enabling or barrier removing function, be'-,vior which helps
work unit goal achievement by such activities as schechiling, coordination,

1 9
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LEADER BEHAVIOR DESCRIPTION QUESTIONNAIRE DIMENSIONS (STOGDILL, 1963)
IMPORTANT FOR PATH-GOAL FUNCTIONS

CONSIDERATION*

Regards the comfort, well being, status,
and contributions of followers.

1. Is friendly and approachable.
2. Does little things to make it pleas-

and to be a member of the group.
3. Puts suggestions made by the group

into operation.
4. Treats all grolip members as his equal.
5. Gives advance notice of changes.
6. Keeps to himself.
7. Looks out for the perscaal welfare of

group mem'ers.
8. Is willing to make changes.
9. Refuses to explain his actions.

10. Acts without consulting the group.

INITIATING STRUCTURE

Clearly defines own role, and lets
followers know what is expected.

1. Lets group members know what 1.,=
expected of them.

2. Encourages the use of un.Lfci-c
procedures

3. Tries out his ideas in the group.
4. Makes his aLtitudes clear to the

group.

5. Decides what shall be done and how
it shall be done.

6. Assigns group members to particular
tasks.

7. Makes sure his part in the group
is understood by members.

8. Schedules the work to be done.
9. Maintains definite performance

standards.
10. He asks that members follow

standard rules and regulations.

PERSUASIVENESS

Uses persuasion and argument effectively;
exhibits strong convictions.

1. Makes pep talks to stimulate the group.
2. His arguments are convincing
3. Argues persuasively for his point of

view.
4. Is a very persuasive talker.
5. Is very skillful in an argument.
6. Is not a very convincing talk,r.

UPWARD INFLUENCE

Maintains cordial relations with
superiorr; and has influence with
them.

1. Gets along well with the
people above him.

2. Keeps the group in good stand-
ing with higher authority.

3. .Superiors act favorably on
most of his suggestions.

4. Gets his superiors to act for
the welfare of the group
members.

5. His word carries weight with
his superiors.

6. Gets what he asks for from his
superiors.

7. Maintains cordial relations
with superiors.

PRODUCTION 77_MPHASIS

Applies pr 3sure f productive
output.

1. Encourages overtime work.
2. Stresses being ahead of

competitive groups.
3. Needles members for greater

effort.
4. Keeps the work moving at a

rapid pace.
5. Pushes for increased performance.
6. Asks the members to work harder.
7. Permits members to take it easy

in their work.
8. Drives hard when there is a

job to be done.
9. Urges the group to beat its

previous record.
10. Keeps the group moving up to

capacity.

7. Speaks from a strong inner
conviction.

8. Is an inspiring talker.
9. Persuades others that his ideas

are to their advantage.
10. Can inspire enthusiasm for a

project.

'Responses for each item for each dimension are: always; often; occasionally; seldom; never.
Figurc 2
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(Hunt's keynote acluress continued)

planning, and providing resources such as tools, material and technical know-
ledge is likely to be important. The initiating structure items in Figure 2
illustrate some of the more crucial leader behaviors for performance of this
barrier removing function.

Finally, with regard to the function of modifying personal goals, behav-
ioi- which makes subordinates feel that certain personal goals are possibie
and which indicates the possible value of various personal goals Feems likely
to be important. Supervisor 'persuasiveness' and consideration might 'be
representative leader dimensions important f )1- this function. (See Figure 2
and your questionnaire. )

Lateral Leadership

A very important aspect of leadership that has not often been discussed
is that of hoy., a leader of one work unit or organization influences a Leader
in another work unit or organization in order to accomplish mutually impor-
tant objective. Le.7:.dership of this type might be termed 'lateral leadership'.
Lateral leadership can, in turn, be thought of in two important ways. The
first of these is concerned with the relationships of a leader inside an organ-
ization with other internal units. The second is concerned with the external
relationships of those responsible for maintaining contacts with organizations
other than their own. There is evidence that both kinds of lateral relation-
ships are likely to have an influence on organizational goal accomplishment
(Say-les, 1964; Osborn and Hunt, 1972).

Perhaps the essence of lateral leadership is what Say les (1964) has
termed the 'trading relationship', viheren organizations or units can be
considered as 'buyers and sellers cf the services of each other. Many

tcceRsful managers attribute their success in large measure to the constant
attention spent: in the trading elements of the job. Here the leader determines
who the important organizations or units are with which his own organization
or unit must deal to accomplish its goals. The leader's organization or unit
will have a 'buyer' relation to some of these and a 'seller' relation to others.
For example, a media unit may have a 'selling' relationship to educational
departments which may not now be using media to any great extent. The
media unit may have a 'buying' relationship with anothe.r organization or
unit with regard to obtaining movies :or the film library. I am sure you
can all think of many other examples which apply to your own unit.

Once the leader has determined those organizations or units likely to
be important in 'buying' or 'selling' he spends time contacting them in order
to get: a rough idea of what the terms of trade might be. For examp!e, how
long will he have to wait for a service, how much manpower will he have to
provide for a service, etc. ? Along with determining terms of trade, both
parties exchange information about their needs and capacities (Say les, 1964).
The trading relationship seems equally valid for relattonships either inside
or outside an organization.



(Hunt's keynote address continued)

It seems likely that the extent to which the leader emphasizes trading
relationships with other units or organizations will also influence the pattern
fc, his subordinates. If he emphasizes trading relationships so may his sub-
ordirates; if he dismisses the relationships as unimportant, so may his sub-.
ordinates. There is also evidence that as lateral relations are stressed,
mutually valuable information is obtained and perceptions and communications
become more accurate. Thus, it is easier to accomplish mutually dependent
tasks. At the same time, lateral relations can be used to help stabilize organ-
izational cr unit work demands and make them more predictable.

Lateral leadership becomes especially important to organizations or
units which perform or receive advisory or service functions for others or
receive work from one unit and then pass it on to another unit.

Leadership Style

While we could discuss different kinds of lateral relations in more
detail, it may be more appropriate at this point to consider leadership style
in lateral relations. There is evidence (Osborn and Hunt, 1972) suggesting
that a leader of a more successful, as compared with a less successful,
organization tends to feel that a leader in his position should: (1) act as a
buffer for his organization against outside pressures; (2) take an active role
in developing contact and interaction; (3) attempt to convince other organiza-
tions to develop a series of common standards concerning their related out-
puts; (4) develrT partici.pation in organizational decision making by his and
other organizations; (5) stress informality in relations with other organi-
zations; (6) attempt to influence other organizations; (7) emphasize rewards
over sanctions and general goals over particular objectives; and (8) attempt
to provide direction to the mutual activities of his organization and other
organizations. A leader emphasizing the importance of the above kind of
interactions with other organizations would be considered to have a 'high'
lateral leadership style.

P..s with the previous topics, items relating to your lateral leadership
style have been included in the questionnaires which you received. Scoring
keys will be provided and your scores along with those in previously men-.
tioned areas can serve as a basis for discussion in study groups.

Media Application

In summary, I have discussed a way of thinking about vertical leader-
ship which can help one determine the kinds of leadership style or behavior
which are likely to be needed to accomplish work unit objectives. Along
with vertical leadership, the importance of both internal and external lateral
leadership has also been pointed out. In addition, a way of measuring both
vertical and lateral leadership has been indicated.

2 2
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(Hunt's kcynote address continued)

It is suggested that through discussion you can determin,?, how these
approaches might aid in leadership problems encountered within your associa-
tion, your job back hcme, or both.
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(First General Session continue-')

A discussion session following Dr. Hunt's tall: permitted delegates to
ask questions of the speaker.

Delegates were introduced and asked to describe their positions and
responsibilities.

Adjournment - 10:00 p. m.

SECOND GENERAL SESSION

Date and Time: Monday, August 14 - 8:00 a.m.

Chairman: Charlie Roberts

The Planning Committee announced the appointment of the following
committees for the 1972 conference:

RESOLUTIONS: Fred Wehrli, Chairman; Gerald Brong, Wesley McJulien

PRESS: Lee Follis and Robert Wohlford

BLABBERMOUTH (Newspaper): David Little, Chairman; Johnny Gordon, Jenny Johnson,
Penny Richardson, and Carolyn Skidmore

RECREATION: Wilma Daniels, Chairman; Larry Alexander and Guy Schilling

CHAIRMAN OF RINT AND NITPICKWG: Harold Hill

CONFERFACE SUMMAREER: Robert Jarecke

Howard Hitchens, Jr., Executive Director of AECT, narrated a two-
screen slide presentation, "Leadership and Educational Technology. "

The delegates elected Roy Moss and Arthur Suchesk as Co-chairmen
of the conference. Art assumed the chair for the remainder of the session.

2 '1
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(Second General Session continued)

C hairman Roberts (c ) presents
Okoho'i gavel to Co-Chairmen
Suchesk (1) and Moss (r)

,

ames LaNA son, author of the papers on leadership whickwere distributed
to the delegates prior to the conference, spoke briefly to the group regardinghis viewpoints on the topic and the activities to follow.

Initial exploration of concerns were dis-
cussed for the purpose of determining mean-
ingful topics to be pursued by the delegates
during the next four days.

Six small discussion groups, repre-
senting those delegates voted back from the
1971 conference, AECT staff, graduate
students, affiliate presidents, regional
coordinators, and resource persons were
formed for the purpose of presenting the
concerns of their group to the delegation.

Six tentative topics emerged from
the preceding discussion. The topics
selected were ultimately reported under
the following titles:

James R. Lawson

Group 1: AECT Goals and Program Development
Group 2: Interrelationship of Organizational Structures
Group 3: Functional Leadership
Group 4: Leadership at Local, State and Regional Levels
Group 5: Selected Competencies Which Should be Demonstrated by

Educational Leaders
Group 6: Recognizing, Nurturing and Rewarding Potential/Emerging

Leadership as it Pertains to the Media Profession and AECT



THIRD GENERAL SESSION

Date and Time: Monday, August 14 - 1:00 p.m.

Chairman: Art Suchesk

Group recorders and Blabbermouth reporters were announced and work
rooms were assigned.

Gordon Tubbs, Chairman of the Terminology Committee, defined the
tern-is 'Leadership" and "M:.1:igement. " These definitions were distributed
to the delegates in an effort. to maintain consistent il;age by the group.

Lida M. Cochran explained the procedi.re for using the library and
called attention, to the list of referenccs included in the packet of information
received by each delegate.

Lee Cochran distributed guidelines to be followed by the groups in pre-
paring their reports.

FOURTH GENERAL SESSION

Date and Time: Monday, August 14 - 7:30 p. m.

Chaii man: Roy Moss

A University of Iowa slide-tape production, "Leadership and Educational
Media, " was presented to the assembly.

A represenL .ive from each of the six groups made a brief report on
progress made during the day and presented an overview of the objectives that
had been established by that group. The purpose of these reports was to pre-
vent duplication of effort.

Robert Wohlford discussed the Media Development for Environmental
Studies Project and displayed exampl.es,of the products available.

Tho films were available to the delegates who wished to stay and view
them at the end of the session.

20



FIFTH GENERAL SESSION

Date and Time: Tuesday, August 15 - 8:00 a.m.

Chairman: Arthur Suchesk

J. G. Hunt, keynoter, responded to questions about leadership that
were raised by various group representatives. Dr. Hunt has visited with
each of the groups during the Monday work sessions to observe and contri-
bute when called upon.

SIXTH GENERAL SESSION

Date and Time: Tuesday, August 15 - 7:30 p. m.

Chairman: Arthur Suchesk

Robert Jarecke, AECT President-Elect, requested that delegates sub-
mit names of individuals to be considered for the 1973 Planning Committee.

The Terminology Committee solicited and received a vote ind, _ting
acceptance of the definitions presented to th. -legates on Monday.

Representatives of each of the groups made progress reports.

Derwyn Davies reported, as a committee of one, his concerns.

SEVENTH GENERAL SESSION

Date and Time: Wednesday, August 16 - 8:00 a.rn.

Chairman: Roy Moss

Robert Jarecke announced the following membership of the 1973 Planning
Committee:

Roy Moss, Cha rman
Arthur Suchesk
Charlie Roberts
Wilma Daniels
Robert Irvine
Pauline Rankin 2 7
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Wesley McJulien
Penny Richardson
Guy Schilling
Jerrold Kemp, Ex officio
Lee Cochran, Ex officio
Wm Oglesby, Ex officio



(Seventh General Session continued)

AECT President, Jerrold Kemp, explained the new organizational
structure and recent developments. Staff members from the National Office
of AECT at Washington, D. C. also spoke to the group. Howard Hitchens, Jr.
described the USOE organizational structure and its implications for the
field of Media and Instructional Technology,

Fred Wehrli discussed 1973 AECT Convention plans (Las Vegas,
April 8-13, 1973) indicating that since this was the 50th Anniversary of the
organization (DVI/DAVI/AECT), special emphasis would be placed on our
heritage. This salute to the past will look at where we have been as an
orientation to the future.

Charles Van Horn explained the membership structure and the relation-
ship of the Divisions and Affiliates to the National Organization.

Note: Delegates spent the remainder of the day with their groups,
working toward the preparation of their final reports. There were no other
general sessions on Wednesday. The evening was free to allow participants
to go to a play at the local summer thentre, take a boat ride around the lake,
or visit a virgin prairie and the site of the Spirit Lake Massacre.

EIGHTH GENERAL SESSION

Date and Time: Thursday, August 17 - 8:00 a.m.

Chairman: Arthur Suchesk

The six study committees presented their progress reports. During
the discussion following each report, the delegates made suggestions for
changes and deletions, and recommended additional information.

Gunnar Handal. Norway

Gunnar Handal, Oslo, Norway,
was asked to describe education in
Norway and explain his work at the
Pedagogisk Forskningstitutt, (an
Institute for Educational Research)
at the Universitetet of Oslo. With
his research background, his keen
insight of educational problems,
and his quick wit, Handal made an
outstanding contribution to the
conference.



NINTH GEN E.RAL SESSION

Date and Tirmt: August 17 - 7:30 p.m.

Chairnin: Arthur Suchesk

(Note: ,The Final Reports of the Study Committees had been distributed
prior to the dinner hour to give delegates time to read them before the Ninth
General Sesslion. )

Each (..ornmi`.tee was given ten minutes to present its report. After
all reports had been presented, each report was discussed in detail and
numeous changes were made. The final reports, as corrected, start on

e 37.

The ad hoc Evaluation Co-.nmittee Report was presented by the chairman,
Philip Car lock, Missouri. The other members were: James Brown, Calif.;
Theodore Henry, New York; D..nnis Leeper, Colorado; Carolyn Skidmore,
West Virginia. This committee had been appointed by AECT President,
Jerrold K. .11p, who charged the committee to (1) evaluate the effect of com-
bining the AECT Affiliate Presidents meeting with the Okoboji Conference
and (2) to make a recommendation whether or not to continue the combination
of the two meetings.

The recommendation of the Evaluation Committee was that the two
meetings he held separately. The full report of the committee, as accepted
by the delegates, follows.

EVALUATION OF COMBINED
OKOBOJI EDUCATIONAL MEDIA LEADERSHIP CONFERENCE 1972

AND AECT AFFILIATE PRESIDENTS' CONFERENCE 1972

Introduction

In the past an Ad Hoc Committee has evaluated the purpose, organiza-
tion and onera.tion of the Okoboji conference. Three evaluations are available
that were conducted in 1964, 1968, and 1971. These assessments were all
directed to the Okoboji "experience. "

This year different events took place due to a change in structure. The
underlying purpose of the '72 conference was the development of leadership.
For various reasons including available monies, control, perception of goals,
etc., the 1St Oknboji Conference and the AECT Affiliate Presidents' Con-
ference were meted.

Charge to the evaluation committee:

The evaluation committee's charge was to answer two questions:
2 9
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(rlval trit ion ( punillee Report continued)

(l) I low well did thi:; year's combined Okoboji and AECT affiliate
representatives conference arrangement work out from the point
of view of each group?

(2) Should the same, or some other, conference arrangement be
employed next year? What should it be'?

N'tet110(1. rir e\-aluation:

The evaluation committee prepared a questionnaire which was distri-
buted to all persons attending the general session meeting held 'oh Wednesday
morning, August IP, 197. Each person was given approximately five minutes

Tespond to the questionnaire. The completed questionnaires were collec-
ted at the close of the general session. Other factors which have contributed
to the evaluation report include personal interviews conducted by the commit-
tee members, plus observations made by the committee.

The report contains the findings of the committee; the committee's,
recommendations pertaining to future AECT Affiliate Presidents Conferences
and to future Okoboji Educational Media Leadership Conferences.

Findiny s

Sixty-five (65) responses were received, tallied and evaluated for their
statistical information and narrative substance. The responses represent
the views of the following groups:

14 graduate students
29 affiliate delegates
4 resource persons
6 AECT delegates
6 selected representatives
6 other

Severity percent (70%) of the responses indicated that their original
objectives as perceived by them were being satisfied. Eight percent (8%)
replied negatively. The remaining responses were mixed concerns.

The data on the election/installation of affiliate officers was not used
because the committee felt it was not valid.

Twelve (12) respondents had attended the AECT Affiliate Presidents'
Conference previous to 1972. Nine of the twelve rated the experience in
the following ways:

uns:itIsi)...'t ; sNtisfactory

3 0
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(Evaluation Committee Report continued)

Seventeen respondents had attended the Okoboji Conference previous to
1972. Fifteen of the seventeen rated the experience as follows:

satisfactory 14 extremely valuable

Forty-two respondents indicated they had attended neither conference
previous to 1972.

Six respondents experiencing both conferences rated Okoboji:

I no response 9 extremely valuable

a d Affiliate Presidents Conference:

I unsatisfactory 1 S2t1S1.1, tory 4 extremely valuable

Thirty-five percent (359 of the respondents indicated a desire to repeat
the 197?. combined meeting. Fifty-eight percent (58%) preferred an arrange-
differing from the 1972 combined conference. Seven percent (7%) offered no
alternative.

Recommendations:

We, the committee, wish to make the following recommendations:
(1) That the Okohoji Educational Media Leadership Conference and the AECT Affiliate

Presidents' Conference be separate. The Okoboji Conference should operate as it
has in the past 17 years with AECT input and cooperation, the same as in the past.

(2) That AECT hold conferences for AECT Affiliate Presidents Conferences in regions
dealing with areas previously presented in Washington, D.C. meetings with the
emphasis on leadership.

(3) That the delegates of the 1972 joint conferencc be allowed to select a theme for
the 1973 Okoholi Conference.

(4) That more consideration be given to the selection of the planning committee in
ordcr to represent all AECT regions.

(5) That the delegates be selected in the following ratios:

50 participants from state affiliates
15 graduate students
10 resource people selected hy the planning committee
10 people selected by the president of AECT

(6) That more experimental and varied approaches he taken in programming and
structuring conference activities.

(7) That the "publishing" reqffirement be modified as appropriate to situations or
themes to permit more creative communication of concerns, data, and findings.

(8) That the "group process" techniques related to leadership training continue to
be recognized and nurtured in future conferences as a valuable "hands on"
experience for emerging leaders in the field.

(9) That AF.CT professional concerns be clearly recognized in setting conference
themes and in using results to improve conditions hi the field.
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(Eva lua t ion Commit tee Report cool inued )

'this colninn ee ;lid not attempt lo evaluate Okoboji procedures or
Affiliate procedures not enumerated in the above recommendations.

Respectfully subnnt ted by the
Evaluation Committee - 1972

Philip Carloek, Chairman
James Brown
Theodore Henry
Dennis Leeper
Carolyn Skidrnore

ATTACHMENT A

E VALUATION
1972 Okoboji Conference

1. Are your original objectives, as you perceived them, being met?
If answer is no, please indicate why they are not. If answer is yes, what
is helping you to reach your objectives?

?. What month does your state affiliate elect officers?
3. Have you attended the affiliate presidents conference in Washington prior

to 1972? . If answer is yes, to what degree was it valuable?
unsatisfactory satisfactory extremely valuable

4. Have you attended the Okoboji Conference prior to 1972?
If answ.r is yes, to what degree was it valuable? unsatisfactory
satisfactory extremely valuable

5. Check the one you prefer.
Combined conference such as 1972
Pro or Post conference at national conventions (affiliates)
Pre or Post conference at Okoboji conference (affiliates)
Separate conferences as conducted previous to 1972

b. Please identify the group you are representing.
Graduate students
Affiliate delegates
Resource persons
AECT delegates
Selected representatives

7. As of Wednesday, August 16, please give any constructive criticism
in regards to such areas as:

Selection of participants
Organizational proceedings
St r,icture/unstructure
Etc.

3 2
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(Evaluation Committee ReporL continued)

ATTACHMENT B

EVALUATION DATA KEYED TO QUESTIONNAIRE

1. Met original objectives: 46 yes
5 no

11 mixed
3 no response

65 total

3 Previous attendance to affiliate presidents conference:

12 yes
51 no
2 no response

65 total

1 unsatisfactory
3 satisfactory
5 extremely valuable

4. Previous attendance to Okoboji conference:

0 unsatisfactory
1 satisfactory

14 extremely valuable

5. Conference Organization:

6. Group Representation:

27

17 yes
48 no
65 total

23 Combined
11 Pre or Post AECT
11 Pre or Post Okoboji
16 Separate as previous to 1972
4 No response

65 total

14 Graduate Students
29 Affiliate Delegates
4 Resource
6 AECT Delegates
6 Selected Representatives
2 Regional
1 AECT Staff
I Iowa Committee
1 Planning Committee
1 Other

65 total



(Ninth tie!) u.il Sesitin tH,ntioneiD

Penny Richardson 1n.esented a paper outlining concerns or graduate
;31-udcnts regarding the future of Okeboji. Their paper urged th t steps bc
taken by fit'-are Okohoji Plo nii int Conmiittees to insure that the del:,gat es to
the conference have control of the events of the conference. The delegates
voted to refer this "Richardson .Paper" to the 1973 Planning Committee as
recommendations from the I97;'.. conference.

The Ninth :Siemral. Session adjourned at 12:2.0 a.m. .rriday.

TENTI iE NE RAL SESSION

Date and Time: Friday, August 18 - 8:00 a, rn.

Chairman: Roy Moss

The delegates voted to publish a Summary Report, including the
"concerns, " in the traditional format.

Fred Wehrli presented the report of the Resolutions Committee. Tw.)
additional resolutions were presented from the floor. After making some
word changes, the delegates accepted all the resolutions.

RESOLUTIONS COMMITTEE REPORT

P. b SO L VED, That Lee and Lida Cochran be commended and ,arinly
thanked for their work in making the conference tlw success it is. Their per-
sonal. and professional contributions are the key to the spirit o; Okoboji.

It ESOL V E D, That warm appreciation also be exte'dcd to Bill
Oglesby, the office staff, and the Iowa Committee, without whom ,here could
bt. no Okoboji.

RES OL VE D, That we extend our appreciation to President Willard
Boyd of The Univ.ersity of Iowa, Robert F. Ray, Dean, Division of Extension
and University Services, and the staff of the Iowa Lakeside Laboratory for
their outstanding support of this conference.

RESOL VE D, That warm appreciation be extended to the AECT staff
members participating in the conference as eolieakues and fellow leaders.

3 t
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(Resolutions Committee Report continued)

R 1 S 01.., V E D, That we extend our appreciation to the Planning Com-
mittee: Charlie Roberts, Chairman; Wilma Daniels, Arthur Suchesk, Jerrold
Kemp, Roger Kueter, Michael Molenda, Roy Moss, John Wilson, Lee Cochran,
and Bill Oglesby; and to the conference co-chairmen, Roy Moss and Arthur
Suchesk, for a job well done.

ESO L V E D, That we extend our appreciation to all the resource
persons for broadening our horizons and pointing the way with outstanding
contributions.

W HE REAS, In our rapidly changing modern world, tomorrow's
needs, values and goals will differ from those of today.

W HE R E AS, An organization must make decisions that expand, rather
than limit, future possibilities.

BE IT RE SOL VED, That Okoboji delegates urge that AECT adopt
a "futures" perspective ii both its short- and long-range planning, and that
AECT functioning committees include future perspectives in their planning
and final reports.

BE IT RESOL V E D, That the Okoboji Confeience delegates
recommend that the AECT Board continue to provide opportunities for devel-
oping skills for the nurturing of leadership for state affiliate presidents.

AND BE IT FURTHER RESOLVED, That the AECT Board
consider finding ways to make the Okoboji Leadership Conference more effec-
tive for the above purpose and exploring other locations and dates for the
Affiliate Presidents meeting, such as scheduling a day or more at the annual
AECT Convention for Affiliate Presidents meetings to be planned and struc-
tured by the Presidents themselves using AECT staff as resource people,
promoting similar meetings at the Regional level, and/or reinstituting the
Washington, D. C. Affiliate Presidents Leadership Conference.

RESOLUTIONS COMMITTEE MEMBERS:

Fred Wehrli, Chairman
Gerald Brong
Wesley Mcjulien

(Tenth General Session continued)

Discussion of a theme for 1973 was led by William Oglesby, who
reported the suggestions made by the delegates. The eight themes receiving
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(l'enth General Session cunt inue(1)

the highest number (if votes were considered by the group. These eight were
narrowed to three: 1) Management of Instructional Technology, 2) The Future
and Instructional Technology, 3) Leadership-Revisited. The delegates recom-
mended to the 1973 Planning Committee that these three be combined for next
year's theme.

(Note: Prior to leaving the conference, the 1973 Planning
Committee met and selected, "The Future and Instructional
Technology, " as the general theme for 1973, with subtopics
to be selected from the other two topics, "Leadership, "
and "Management," at a later date. )

Robert Jarecke gave an outstanding summary of the week, reporting
on the highlights of the conference activities.

1972 OKOBOJI CONFERENCE SUMMARY
by Robert Jarecke
August 18, 1972

R obe rt Jareche

How many of you are golfers?
Thank you. One would assurn then,
that the rest of you wonder about the
dubious merits of flailing at and chas-
ing a little white ball for 7,000 yards
Medically speaking, golf is perhaps
the poorest form of beneficial exer-
cise. Further, it has been known to
destroy the serenity and tranquility
of otherwise sane persons, and
indeed, to produce behavioral change
which mocks the Jekyll-Hyde trans-
formation.

What then, my friends, is the
fascination and lure of this game?
First, it holds out, like a carrot on
a stick, the Walter Mitty possibility
of being Arnold Palmer's equal. But
two other characteristics exist which
attract those of us who are its partic-
ipants:
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"dre'l Summar.. cont

1) \Ve dry always playing against par - against an established norm
of e;,cell('nee, and there alwlys exists the "possibility" that we
can bc at par. Thus, we can prove to ourselves that occasionally
we are perfect, or near perfect, or even better than perfect.

'2.) (loll is a humbling game, a glme which rises up to humiliate
imi smile down not only the h.!ast of us, but also the best of us!
r:mile months after a championship match at Pebble leach,
Arnold Rilmer was ,,sked how he could possibly have scored an

eleee H ; ; I r ( ) k l ' s on 1he difficult. par 3 If.th hole. Arnold
thought for a molueni, itlid then replied: "Well. I missed a 7 0
toot mot 1 n make ten, -1

,inalogi: drawn here between the aspects of golf, as challern,;ing,
lt;sinL rew;.rding, and humbling seems to fit appropriately the I gth Lake
(. f.obiiii Conference, and niv summary remarks will attempt to show that
lilt- membership here has equalled or bettered par, on an extremely difficult
course. If you were to rap the gavel and challenge me to summarize in one
sentence. I would summarize with a phrase we golfers use, to pay grudging
respect 1 0 an opponent: who has beaten us:

"It is obvious you came prepar(.1 to playand to win!" .

Put in a different context:, this conference can be summarized by those
dramatic words uttered on May 1 3, I 940, by Sir Winston Churchill, addres-
sing the :louse of Commons, tie said:

'I would say to t he House, as I said to those who have joined this
clovernmen ha\ e nothing to give but blood, toil, sweat, and
tears. "

Surely none in this room will deny that: we have all given blood to the
voracious Okoboji mosquito, (whose needle is sharper than Harold Hill's),
and whose sting exceeds that of Charlie Roberts. Surely toil has been in
evi enc0, - the part of those who planned this conference, namely Lida
and Lee Coch:-an, Bill Oglesby, and 1-he r itire Planning Committee, and you,
the delegates. ---And. if the truih were known, more than a few tears have
been shed over this conference.

As for the sweat, I refuse to discuss it further. We have been fellow-
sMferers. you and I. and at. least: you have held up well.

Let mc give you now, the impressions I shall take away about -..koboji
or. moyo properly and correctly, the impressions you have tc-1

,,bout Okoboji IS:



( inter( 11 I II 1,1

I've suggested that you've played well on n rY.tremely difficult course,
This topic uf "I..,e0,di.rs1ii11" could l)e compared to Michigan's famed Oakland
Hills C C, tile gulf pros as the most difficult course in America,
The Leadership topic is difficult, hut you came prepared. Two years ago,
Chuck Vento, in his summary incliclted chi, need to "DO your homework. "
jim Finn would he pleosed v.,ith--and proud of --this group. I hove seldom
seen such preparedne!.zs, and such ivl1j. icis to work,

The difficult ies of this 1 8th Conference were compounded by two
problems, (in ;iddition to the humidity).

The Affiliate Coordinator:: Cool:. -ence problem.
is still unsettled, but which is ;:overed by Recommenda-

tions to the Planning Committee contained in the Evaluation
Report.

2) Thi. second problem seemed initially to be getting a handle on
the topic,

I was a little surprised, 5anday night and Monday at the impatience
of the group in letting the roup process start. Everyone here knows that
group process (with 70) takes tlrne. Looking back now, I believe there were
two reasons for your impatience (and roy surprise),

I) You \m(' re ready and prepared 'co attack an interesting and chal-
lenging topic. and wanted to tet at IL.

2) 'the keynote speal:,er made the mistake of underestimating the
power of his ;ludience.

On Monday. the AECT presentation by Dr. Iiitchens seemed to provide
the proper spring board needed to launch you. Prepared as you were, you
have, in my opinion, successfully attacked a difficult topic.

I have noted throuehout the conicrence, the still lin ug unwilling-
ness to ge': away :roiyi th- role of the individual leader. Referred to here
is your attention to the 'Charlie Principle, " the "Perpetual Leadership, "
and a preat deal Of attention o J chie% ing national office. My guess is that
you are evidencing ci ii us of displeasure with nominating and appointment
procedures of Ar,LT l-wca-use his in the rirst onportnnity you've had
to do so.
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ireeke't; onferenee , mimary continue(l)

My judgment is that this is healthy, and I suggest your concerns be
duly noted by those members of AECT Executive Committee here present.But a remilider from the Epistles of Ilorace seems pertinent, He wrote:

"To ha \,e found favor with the leaders of mankind is not the meanest:
of glories, (for) it is not everyone who can get, to Corinth. "

In support of this observation, many, many of the young people at
this conference have told nit that. the most significant experience for them
has been to rub elbows and talk w. h 1:hose leaders in our field whom they
have only known by reputation, and to find ,hat those leaders, the Jim Brownb
and IX(' Cochran s , and the Kernps and Hitchens put their pants on, one leg at
a time, even as the rest of us do!

This conference also developed other characteristics:

11 The "style" of the group is more relaxed and loose compared
to other groups. (At least according tc, o.d-timers with whom
I have talked.) There was--and still isa quiet confidence that
you could do the job, and the pressure cooker proved what many
of us believe: Good leaders work well under pressure and dead-
lines.

2) (Secondly?) There is what might be classified as controlled
deliberation. When trade-offs in time and energy were neces-
sary, you identified them quickly, and did it. The quiet con-
fidence and preparedness has been shown by a willingness to
give and take cri1:irism in a professional manner.

3) Structured vs. unstructured. It would be less than honest if no
mention was made of the ''unstructured format. " My observation,
is that: much of the five days was rather rigidly structured, in the
form of instruction as to what would be required; when, where,
and how groups were to meet; disruption of group activities for
hastily scheduled meetings; emphasis on the final report, etc.

No doubt there were extenuating and mitigating circumstances respons-
ible. But the Planning Committee for '73 Okoboji should give serious con-
sideration to f: he solution of this problem.

4) I note your continuing concern for a question raised by Gordon
Tubbs on Monday. i. e. , "What opportunities will you make for
developing leadership, and what will happen AFTER THIS
CONFLRENCE Y Each of you must leave here as a missionary,
determined to makn those opportunities. Each of you must make
something happen. Each of you has the talents and tools to do so.
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(Jarecktt's C",./oftecoti.cee Sum,tcuiry cont inne(I )

Sutmnarizations such as this ought not to dwell upon all details, ilnd
so I will mention only a few things which seem worthy of note:

) Hi vresentation by Presidt.mt: Kemp on Wednesday was generally
weld rteceived. It was carefully prepared and presented well.
lowevcr, some already had received this information at reg,ional

levels.

4

My opinion is that the AECT headquarters staff perIormed
extremely well here, in a manner which makes us proud to have
them with us, and I hope you agree. Fred - Charlie - and Hi(ch,
may I say "Thank you" and well done.

Particular attention is due again, to the Cochran's, to the Iowa
delegation, to the Olcoboji staff, to the Co-chairmen, the Resource
people, and to you, the members of this conference, for your
preparation, your devotion to the task, and the contribution you
have made. When the final report of Okoboji 18 is published on
the topic of "Leadership, " I believe Churchill's August 20, 1940
quote will apply:

"Never in the field of human conflict was so much owed
by so many, to so few. "

Your contribution of the six working papers will be enormously
valuable.

Some of you may know that Jim Finn and I were close personal
friends, and so you must forgive my references to him and his
work. But I know that Jim would be extremely pleased with this
delegation for another reason. It was his philosophy often expres-
sed in his graduate seminars, that if you want to succeed in our
field, you must work hard, and then play hard (you know he did
both). But by golly, when you play hard the night before, you get
up the next day, and work and produce. Just getting up is not suf-
ficient. So your performance yesterday, after Wednesday night
out, qualifies you as leaders in the field.

5) You evinced a great deal of interest in the topic of Evaluation of
Okoboji, most o which was cogent and germane to the whole idea
of the Okoboji Process. To this observer, it seems apparent that
a fresn look should be taken at those aspects of Okoboji which deal
with regular evaluation, selection of participants, the structure of
the conference, the time and work schedule, the purposes of the
conference, (and associated reports, ) and the cooperation and
participation of AECT in the conference.

40
34



(Jarecke's Confere,nce Summary continued)

Before concluding, I cannot avoid some personal references. I am
pleased to have been invited to Okoboji, and I thank President Jerrold Kemp
for the nomination. It is my first time here. And I am proud to have been
chosen as your conference summarizer. This has been the toughest round of
golf I've ever played. It is rather awesome, and humbling, to have to produce
before such a group as this. But perhaps a newcomer's review of this con-
ference will be helpful.

Far me, personally, this week has solved a very large problem, viz,
what to say in my Inaugural Address at Las Vegas. You have made a decision
for me; that address will be quite different from any which have preceded it.

So far as I am concerned, the blood, toil, sweat and tears of Okoboji 18
has been worthwhile. It is because you made it so. You've proven yourselves
leaders in every sense of the word (or trait, or function, or whatever) and you
should leave here with a solid sense of achievement. If you worry about what
progress you have made, keep in mind the words of Sir James Jeans:

Democracy is ever eager for rapid progress. (but) the only
progress which can be rapid is progress down hill."

THANK YOU.

(Tenth General Session continued)

AECT President, Jerrold Kemp made some important comments onthe conference:

wish to commend President-elect
Robert Jarecke for his very fine conference
summary presentation. It gives rue feel-
ing of confidence for the continual
being of our association when the time
comes for me to turn over to him the gavel
of leadership in Las Vegas.

When one is elected to the Presidency
of such an extensive organization as AECT,
he iiradually learns many things. He finds
his influence for striking out in a new
dirctin-; or major cham:es in pro-
cedures to be somewhat limited, You can
influence some thin;4s an: possioly initiate
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(Tenth General Session continued)

a new program or activity. Robert Heinich, our Past President, put forth
much effort in bringing the four committees working on Program Standards
close to a successful conclusion.

My thrust is to get more membership participation in the afrgirs of
the association. One method will be at the annual convention whoh many
people will have the opportunity of participating in the 'individually selected
portion of the program. I feel this can become a useful way to encourage
and recognize members of the association, which in time can foster posi-
tions of leadership.

As I mentally review the final reports of our six working groups, I
note as many of you have, that there are numerous recommendations for
how AECT can and should encourage and support leadership activities. But
I see one glaring omission. I believe that many of these suggestions should
originate on the affiliate level. I would have liked to have heard and read
many ideas of how local workshops, seminars, and other leadership-training
functions could be initiated or expanded within states or regions. Give this
serious thought as you review the activities of this conference with your own
association members.

We have had a unique experience this weel,.. We have engaged in the
'Okoboji process. " It is difficult to describe it to others because, like so

many things in life, you must be an active participant before the matter
becomes meaningful to you. The same is true of leadership. Therefore,
we must provide the opportunities and the experiences for others to ha:e
this participation. Let's hope that the conference has helped us all realize
this and be better able to practice it. Thank you. "

Chairman of Rest returns gavel

h n

4 2

William Oglesby
received the gavels from the
Chairman of Rest and Nit
Picking, Harold Hill,

and . . . .



(Tenth General Session c ont i nu e d )

. . from the Co-Chairmen,
Roy Moss and Arthur Suchesk;
and thanked them for the out-
standing contribution they
made to the 18th Lake Okoboji
Educational Media Leadership
Conference.

Conference adjourned
at 955 a.m.

r\
hi 5.

Co-chairmen return gavel

FINAL STUDY COMMITTEE REPORTS AS REVISED:

AECT GOALS AND PROGRAM DEVELOPMENT

Committee 1 members:

Paul Branurn
Herbert Braselman
James Brown
John Bullard

Resource person:
Gordon Tubbs

I. INTRODUCTION

Penny Richardson
Donald Rogers, Recorder
Michael Simonson
Charles St. Louis

Examination of leadership as a phenomenon is, in a large sense,
an examination of the group in which leadership functions. Whether
large or small, groups have two basic objectives: (1) to achieve group
goals, and (2) to maintain and strengthen the group. To exist, leader-
ship must therefore promote achievement of these objectives.

James Lawson (1972) has stated that leadership must develop
(or be developed) from felt needs. Until "goal problems" are clearly
defined, it is difficult, if not impossible, to identify or develop the
skills, knowledge, characteristics or attitudes one wants or needs
f o r leadership.

It would appear that any attempt at definition of leader.ship
requirements would benefit from, and in fact must be based upon,
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(Committee 1 report continued)

1 . Ito ,w..rotwa

as its charge the identi-
fication of the goals and
objectives of the Asso-,-

group requirements as
reflected by their stated
goals and objectives.
This committee accepted

ciation for Educational
Communications and
Technology. The types
of activities suggested
in the following pages
as meeting the needs
of the Association in
achieving its goals as

hd

perceived by this com-
mittee, are specified

GROUP 1 in some detail. In the
search for emerging leaders and in the design of leadership development
programs, reference to these goals and needs will provide bases for
defining leadership qualities required.

II. GLOSSARY OF TERMS

Several terms used in this paper are defined as follows:

Award. Any type of recognition used to positively reinforce
emerging leaders.

Goal. A desirable state of affairs which has not yet been
achieved.

Guideline. A systematized plan of action.

Influential organizations. Those organizations which directly
influence or serve the public.

Related organizations. Those groups which directly affect or
include individuals concerned with Instructional Technology.

Standards. Criteria for evaluation.

III. STATEMENT OF PURPOSE

The purpose of this paper is to present: (a) the broad phila-
sophical goals of AECT, (b) the specific goals of AECT, which were
derived from its philosophic goals, (c) the objectives required to attain
the goals, and (d) specifi/c plans of action to be implemented at the
national level for achieving each objective.

A .1



(Committee 1 report continued)

IV. PROCEDURES

Several activities were undertaken by the committee in carrying
out its task. The AECT Constitution was studied to determine the
organization's broad phil, ,ophic goals. Conference participants were
then polled to determine objectives they believed AECT should seek to
achieve. The participants opinions and those of the committee were
then synthesized into three specific goals for AECT and a set of objec-
tives which must be achieved to attain them. Since relationships
between the philosophi, -)als, specific goals, objectives, and rec-
ommended plans of z, i(),, hierarchical, the committee attempted
to insure that lower 1.ch.- cepts are logically related to the higher
order concepts.

V. RESULTS

A. Statemer0 of Broad Philosophic Goals of AECT

It is the philosophy of AECT, as a professional association,
to support, improve, and advance a system of education that
effectively prepares humanistic, informed, creative, flexible,
,tnd confident citizens, thereby serving both individual develop-
ment and the public welfare. While advocating the increased use
of technology to achieve this purpose, the concern remains with
the education end rather than the technological means.

B. Statement of Specific Goals of AECT

Three specific goals of AECT were identified by the com-
mittee, as follows:

1. Maximum effective use of humanistic technology in
instruction to achieve efficiency and economy in the
instructional process.

Z. Public and professional acceptance and support of the
role of instructional technology in facilitating learning.

3. A high level of professional competence and respons-
ibility in practitioners within tne field.

C. Objectives and Plans of Action

1. Broaden membership base.

a. Consolidate with appropriate related organizations.
b. Provide for joint memberships with appropriate

related organizations.
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(Committee 1 report continued)

c. Provide complimentary memberships for individuals
rendering services to the field.

d. Invite non-AECT members, as appropriate, to attend
Okoboji and similar types of meetings and conferences.

e. Establish promotional teams to contact other professional
groups in related fields.

f. Establish membe,-ship booths at other conventions and meet-
ings.

g Advertise AECT membership advantages in related
journals.

h. Provide more divisions within AECT.

Increase AECT membership

a. Develop a wide range of recruitment materials.
b. Provide an incentive system for recruiters.
c. Provide a wider range of dues and benefits.
d. Publicize and promote membership benefits.
e. Actively promote student membership.
f. Publicize IT-related scholarships.
a Increase benefits to members.

3. Broaden the scientific base of instructional technology
a. Idc tify and disseminate information concerning signif-

icant problems involving IT for which additional research
is needed.

b. Identify and disseminate appropriate information concern-
ing significant IT-related research currently under way.

c. Identify, synthesize, and disseminate findings of signif-
icant IT research already completed (and monitor it with
respect to possible unintended desirable or undesirable
outcomes. )

Identify and disseminate information concerning funds
available to support IT-related research.

e. Develop and disseminate commun.ication products or
provide other services to improve the quality of IT
research proposals, research design and control, and
the interpretation, reporting, and application of research
Cindings.

1. Seek to increase funds available for IT-related resea.rch.

4 6
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g. Publish summaries in specific IT-related areas.
h. Provide information, in lay terms, concerning funds

for research.

4. Improve professional inter-communication.

a. Provide for continual review of Audiovisual Instruction
editorial policies.

b. Increase opportunities for AECT members to publish
article s.

c. Periodically publish a review of exceptional programs
in which instructional technology plays a significant
role.

Publish information concerning activities of related
interest groups.

e. Encourage each AECT division to create its own com-
munication devices.

f. Encourage publication of AVI articles (or reviews of
them) in other journals.

5. Improve professional competencies.
a. Upgrade training programs.
b. Establish job classifications with criteria for certifi-

cation.
c. Encourage the establishment of regional seminars as

a means of upgrading the expertise of AECT members.

6. Assume a more significant role in legislative affairs.
a. Encourage AECT members to become politically active.
b. Continue, and expand, the work of legislative committees

and of the AECT staff to provide a continuing flow of
information related to the legislation, avoiding the
"crisis'' approach.

c. Provide, through the national AECT office, more
detailed information regarding interpretations and
guidelines for action on pending or developing legis-
lation.

d. Work with other active education groups in political
action.

e. Provide information to legislative committees and
individual lawmakers on needs for new legislation or
funding. (Especially for basic and applied research

4 7
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projects; need for media centers; need for professional
training programs in instructional technology. )

f. Provide guidelines for state associations regarding the
need for correlated legislation at state and local levels.
Work for appropriate education planks in political party
platforms.

h. Provide memberships with timely interpretations of the
stands of parties and legislators in regard to specific
bills and their general outlook and policy regarding
education.

g.

7. Improve emergence of leaders.

a. Encourage attendance and participation at conventions,
conferences, and workshops--at all levels.

b. Encourage qualified members to run for offices in the
organization.

c. Provide more (and greater variety of) leadership
development workshops.

d. Provide an affiliate presidents workshop.
e. Provide an intern structure for all committees.
f. Provide guidelines for committee and office participation.
g. Provide an awards program to recognize potential or

emergent leaders.

8. Improve the public image of instructional technology.
a. Develop communication links with the mass media.
b. Disseminate information to appropriate national organi-

zations.
c. Hire a public relations agency to develop broad public

hiformation programs.

d. Prepare packaged information programs for community
organizations.

e. Establish close liaison with influential organizations.
f. Expose exemplary programs to public view.

g. Provide information to high school students concerning
careers in Instructional Technology.

9. Establish standards and guidelines.
a. Coordinate the development and dissemination of

standards for:
4 8
42



(Committee 1 report continued)

(1) personnel at all levels (training, degrees, competence,
workload, etc. )

(2) hardware
(3) software
(4) space and facilities

b. Coordinate development, dissemination, and implemen-
tation of standards for accreditation of:

(1) public school media programs
(2) instructional technologist training programs
(3) paraprofessional technologist training programs

c. Coordinate the development and dissemination (and contin-
uous updating) of guidelines for:

VI. CONCLUSION

teacher workshops
in-service programs
support-supply service programs
space and facilities
software selection
software production

instructional technologist training programs (curricula,
course content, competencies, facilities, faculty)

Although the identification of the goals and philosophy of AECT has
been an important aspect of this report, major emphasis should be placed
upon the specific plans of action. Several alternative plans have been
presented for each objective. These plans may be implemented simul-
taneously or individually. However, each plan requires careful consid-
eration in order to determine its viability and effectiveness. While this
committee has presented only plans which it considers to be valuable,
it must be recognized that we have concentrated upon the production of
ideas without attempting rigorous validation.

VII. RECOMMENDATIONS

In our rapidly changing modern world, tomorrow's goals will differ
from those of today. To live, rather than merely ossify, an organiza-
tion must make decisions that expand rather than limit future possibili-
ties. For this reason, then, it is essential that any policy body adopt

4 9
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a future's perspective. Decisions cannot be based solely on present
needs. Therefore, this committee strongly recommends that the
President and Executive Secretary of AECT charge functioning com-
mittees and staff members with the requirement to utilize this per-.
spective when evaluating plans of action included in this report.

The committee further recommends that appropriate time-frames
and quantitative performance levels (or expectations) be established
for each recommendation accepted.
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INTERRELATIONSHIP OF ORGANIZATIONAL STRUCTURES

Committee 2 members:
Gerald Brong
Robert Irvine
Leroy Mesedahl
William Price
Robert Ruezinsky

INTRODUCTION

Philip Smith
Jerry Sparks
Charles Van Horn
Donald Walker
Gene Wilkinson

The leadership function, whether it is performed by individuals
or by AECT as an organization, takes place within context of over-
lapping and interacting organizational structures. If leadership for
achieving the goals of AECT is to be effective, it is necessary to have
an understanding of the structures which affect education and of the
relationships of both individual members and the Association to other
elements within the total framework of society. Stogdill's definition
of leadership implies that if goals are not fully accomplished,

5
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leadership has not been fully effective. 1 The task of this study group
was to identify, describe, and analyze those structures in society which
affect the media professional's ability to provide leadership in a job
situation.

II. MODEL OF' RELATION-
SHIPS

A model, Figure 1,
been constructed to serve
as a guide to the problem
of identifying organiza-
tions, and the interrela-
tionships of these organ-
izations, which affect the
media professional. This
model provides a means
of organizing and inter-
preting the information
compiled by the group.

AIM

GROUP 2

--A

Whatever the specific goals of AECT, they will of necessity focus
on learning. The model, therefore, is built around a consideration of
those organizational structures which affect learning. Wi rnerican
society there are a vast number of such organizations. Tn,
been placed into four major categories, on the basis of shared character-
istics, as listed below:

A. Educational Institutionsthe formal organizations in which learning
takes place, including both school and non-school groups.

B. Professional Associations--the voluntary organizations which
function to benefit the individual member, the profession,
and society.

C. Governmental Agencies--the organizations which are established
by law and which exert an influence on learning.

D. Societal Organizations--the non-specifically educational organiza-
tions which :affect the learning process and/or provide learning
opportunities

These groups function as four levels:
A. Local
B. State and regionally within states

Stogilill's definition was accepted as the official definition for the 18th Okoboji Conference.

45



(Conurittk'e 2, report continued)

GOVERNMENTAL
AGENCIES

N.

SOCIETY

PROFESSIONAL ASSOCIATIONS

411.
EDUCATIONAL INSTITUTIONS

LOCAL

STATE

NA TIONAL

SOCIETAL
ORGANIZATIONS

FIGURE I
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C. National and regionally within the nation
D. International

The categories of organizations are shown as four interlocking
circles to indicate the overlapping and interacting nature of the interests
and authority of the organizations within the circles. The circles are
placed within the sphere of society in general. This sphere contains
informal learning situations such as the family, which are outside the
scope of this report.

This model is not intended to depict degrees of relationships, but
only indicates the fact that these interactions exist. Showing the degree
O. interrelationships would require an extensive research effort.

AECT is a professional association but must interact with other
organi.zations within each of the other circles to achieve its objectives.
Members of AECT function at different times in different locations
within the model.

The report does not attempt to be exhaustive of all the possible
specific organizations which might fit within the categories. We have
identified sub-categories, with examples within each, to serve as a
general guide to an individual who is seeking help in a particular
situation.

III. INDIVIDUAL PROBLEM ANALYSIS

The specific organizations affecting the media professional and for
which he should be providing leadership vary with changing problems in
specific work situations. Identification of all the types of problems and
all the interrelationships of organizations needing consideration is beyond
the scope of this report. What can be provided is a method by which
the individual can systematically identify those organizations which he
should consider in the exercise of the leadership function. Figure 2
presents a checklist which can be used in such an analysis. The left-
hand side of the matrix lists the major categories and sub-categories
of organizations which are identified in this report. The levels at
which these organizations operate are listed across the top of the
matrix. To use this checklist-,fill in the boxes of the matrix with the
names of specific organizations relevant to specific problems. This
identification procedure is appropriate for all functional levels as well
as for all types of organizations.

A separate analysis should be made for each problem or problem
area. For example, the organizations which should be considered in
relation to establishing role functions of school media personnel would

47



(Committee 2 report continued)

be considerably different than the organizations considered in relation
to determining financial support for the media program. In effect, the
checklist is a series of questions to which the individual responds.

If organh.,at:ons are found in more than one block, some degree of
interaction is present and needs to be considered in pianning action. The
columns in the matrix indicate potential horizontal relationships, e.g.,
several organizations within the local community. The rows indicate
-erlical relationshipr.. e. , one organization at local, state, national
and international le,els.

EDuC A TION.'. I.
INSTITUTIONS

c.9

8.4

LOC AL

STATE

NATIONAL

INT Fjk N ATIONAL

IV. ORGANIZATIONS

PROFESSIONAL G OV FR N MLN T A L
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The following list identifies examples of organizations which this
committee has grouped under the four major categories:

Educational Institutions

AECT members have an influence on and are influenced by
edu'ational institutions. For the purposes of this report, the term
educational institutions has been defined a:: those formal organiza-
tions in which learnitv takes place, including both school and non-
school groups.
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1. School

a. K-12 schools (public, private, parochial)
b. School systems which include 2 or more schools
c. Technical schools, community colleges, junior colleges
d. Universities and colleges

2. Non-School

a. Private business/industry
b. Churches

Hospitals

d. Military
e. Service groups (Red Cross, YMCA, etc. )
f. Museums (including zoos, planetariums, etc. )
g. Civic clubs (Lions, Kiwanis, Jaycees, etc. )

B. Professional Associations

Professional associations play a vital role in serving the needs
and interests of individuals. Professional associations are defined
as organizations with voluntary membership which function to bene-
fit the individual member, the profession and society. Although the
goals of professional associations are generally similar, the assoc-
iations often enter into competition when priorities are established.
The following professional associations provide the AECT members
with numerous opportunities to exercise leadership in influencing
group activities which will help achieve the goals of the individual,
his institution, and his association.

1. AECT (Divisions and Affiliates)

a. Local-state

b. State

c. Regional

d. National

e. International

2. AECT Affiliations
a. AOTE (Associated Organizations for Teacher Education)
b. AAAE (Alliance of Associations for the Advancement

of Education)
5 :5
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c. EMC (Educational Media Council, Inc. )
d. JCET (Joint Council of Educational Telecommunicatidns)

e. NEA (National Education Association)

3. Associations not affiliated with AECT

a. Accrediting associations

b. AACTE (American Association of Colleges for Teacher
Education)

c. RASA (American Association of School Administrators)

AASL-ALA (American Association of School Librarians of
the American Library Association)

e. AERA (Amerir-an Educational Research A, ( ciation)

f. AFT (American Federation of Teachers)

g. APA (American Psychological Association)

h. ASCD (Association for Supervision and Curriculum
Development)

i. ASTD (American Society for Training and Development)
j. Fraterna (Phi Delta Kappa, etc. )
k. NAEB (National Association of Educational Broadcasters)
1. NALLD (National Association of Language Laboratory

Directors)
m. NASSP (National Association of Secondary School Principals)
n. NAVA (National Audio-Visual Association)
o. NESP (National Elementary School Principals)

P. NSBA (National School Boards Association)

cl. NSPI (National Society for Programmed Instruction)

r. NSPRA (National School Public Relations Association)

s. Subject area associations (National Art Educational
Association, etc. )

C. Governmental Agencies

Decisions made by governmental agencies have impact upon the
total educational system since these agencies are involved in the
allocation of resources, development of regulations and supervision
of evaluation. As decisions are made by legislative bodies,

5 6
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regulatory agencies or advisory groups which affect the avail-
ability and use of learning resources, an attempt must be made to
influence these decisions in a manner acceptable to the profession.
Within the category of governmental agencies are included those
organizations which are established by law and which exert aninfluence on learning. The following governmental agencies are
considered to be important to AECT:

1. Local

a. Boards of education
b. Chief elective off iL
c. Community govern,.. councils

2. State

a. Boards of regents
1). Leg is ature s
c. State library agencies

State g -,-ernors offices
3. National

a. Office of Telecommunications Policy
b. Federal Communications Commission
c. Department of Health, Education and Welfare, United

States Office of Education, National Center for Edu-
cational Technology

d. Congressional committees on educational authorization
and appropriations

4. International

D. Societal Organizations

There ar- many groups within society in general, which, even
though they a, 3 not specifically educational organizations, have a
strong influence on education. These groups are considered within
the category of societal organizations. These organizations can be
placed in six major sub-categories and can exercise influence at
three levels.

1. Local
a. Special interest groups
b. Political action groups
c. News media
d. Cultural groups

5 7
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C. Comme .1;1 ,1.; Nup s
1. Ethnic/minority / re 1 ig ious r ps

State

a. Special inte rest g ()ips

(1 ) state affiliates 01 o.itional groups
intra- s 1. at e groups

b. Cu ltu ral./ cha r itable groups

) state foundations
c. Political adion groups
d. News modia

(1) new:-;papers

e ley is ion

(3) radio
c. Ethnic/minority/religious groups
t. Commercial groups

3. National

a. Special interest groups
(1) National Chamber of Commerce
(2.) American Federation of Labor - Congress of

Industrial Organizations

(3 )

)

American Medical Association
Nature Conservancy

b. Political action g coups

(1) polk i cal part ios (Democrats & Republicans)
(2) League of 'Women Voters

) Taxpayers League

(4) ,Tolin Birch Society

c. Phitr.,.nthropic g r 011 p S

) FUrd Foundation

(Z) Carne,:;ic Foundation

(3) Molt Foundation

(4) 1Kriapp Foundation
d. News media

telovisien networks
news services
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(3) magazines
(4) radio networks

e: Ethnic/minority/religious groups
(1 ) National Association for the Advancement of

Colored People)
Italian-American Anti-Defamation League
Catholic Church
IVNai Brith

I. Commercial groups
4. International

V. CONCLUSION

In this report we have concentrated primarily on developing a pro-
cedul.e for identifying those organizational structures which, in varying
degrees, influence education and in which the media professional can
assume a role of leadership.

Recommendations for formal studies which can be derived from
the material presented are:
A. AECT should consider this report as a framework for identifying

those organizational structures which affect the media professional.
B. The matrix should be developed into a research tool for gathering

data on the degree of inter-relationships of organizational struc-
tures which have an effect on the goals of media professionals.
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FUNCTIONAL LEADERSHIP

Committee 3 members:

Rolland Billings
R. "Jack" Blake
Dale Clark
Jerry Coltharp
James Costello
Robert Fischer, Temp. Chrm.
Lee Follis
Sheldon Gilberg
Gunnar Handal

I. INTRODUCTION

A. Rationale

Harlan Jensen
John Loughnane
Donald Nicholas
Donald Rieck
William Schell
Fred Wehrli
Orrin Whitten, Recorder

In a society that in many respects has exhibited strong suspicion,
even contempt, for autocratic leadership, and in an environment in
which some of the other approaches to leadership development have
been found inadequate, it seems appropriate to investigate several
leadership processes to discover which seem(s) to offer an apparent
valid and adequate approach.

The Lawson paper (1972) explored several approaches to the
dy of leadership. Among them were:

1. The Great Man Approach

This approach became untenable with the recognition of the role
that environment plays in the development of personality char-
acteristics.

2. The Trait Approach

This approach was found inadequate since it fails to describe
the leadership phenomena.

6 1
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Tlu, Situation Approach

If the analysis c.)f leadership were to be based on situational
factors alone, the value of this analysis appears to be limited
in that the leader had no apparent function,

4. The Behavioral Approach

While the behavioral approach was one of the most recently
studied, it led to what may be best described as a group-
function approach or "functional leadership approach. " This
approach emphasizes performance, at a given time and place,
rather than so-called leadership status.

In the process of preparing this paper the group observed that the
functional approach to the study of leadership was proving itself viable,
thereby warranting serious consideration. It must be stated that as the
process developed the group experienced a considerable pride in the
fact that functional leadership was working and there was an obvious
determination to make it continue to work.

B. Definitions

E.

GROUP 1

11,
Fs '

It is not to be
implied that a group
operates without a
designated or nominal
leader. It is proposed
that an environment
conducive to a func-
tional operation be
established.

Leadership is a function. This means that it is a dynamic element
which has to be taken care of in some way to enable a group to identify
and achieve its goals.

This function may be fulfilled in many ways, e. g. , by formally
appointed or elected persons or by process or belonging to such a
group.

The functional approach to leadership takes this first statement
as its starting, point and implies that any member of the group, alone
or as part of a team, given a particular situationand a specific time,
may take on the responsibility for fulfilling the function of leadership.
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Functional leadership means that group members have shared the
responsibility to carry out the various tasks of leadership. The func-
tional approach is dynamic in that: leadership is specific to a particular
group in a particular situation at a specific time.

This approach does not necessarily imply that leadership is a unitaryfunction, but keeps open the possibility that it might be broken up into
different functions which may occur, such as clarifying, informing,
relaxing tensions, summarizing, directing, etc.

This approach, also, does not necessarily imply that the functional
approach to leadership is the only approach. It was selected for tworeasons: (1) the purposes of this report required that it deal with a
single approach to leadership as opposed to dealing with a range of
approaches in the development of this report, and more importantly,
(2) the functional approach affords a broad base from which leadership
may emerge and be developed.

It is the purpose of this report to approach the subject through a
study of the environment and some of its elements in which functional
leadership occurs.

Therefore, the question to which the report addresses itself is
this: "Based upon the functional approach to the study of leadership,
what are some of the characteristics of an environment which are crit-
ical to the emergence and development of effective leadership?"

IL ENVIRONMENTAL CHARACTERISTICS

This report is particularly concerned with the characteristics of
the environment (as a broad concept) which are critical to the emergence
and development of effective leadership. Such factors may be classified
under three main headings:

1. Physical characteristics
2. Group characteristics
3. Group member's capacities (or other characteristics)

The list of characteristics and capacities given in Table 1 under
these headings, is not to be considered definitive. Nor will it be pos-
sible in this context to give definite statements about the exact way in
which each of these characteristics ibfluences the functional leadership
process. Research along these lines is sparce, and if the general
approach suggested here is accepted, a lot of further validation and
development will have to be carried out.

It also seems appropriate to stress the fact that there is a high
degree of interaction between the characteristics within the three
factors listed above. For instance, size of the group may be a critical

6 3
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factor for the emergence and continuity of functional Jea de r ship in a
group. The degree of importance of this characteristic will vary with
the "values" of other characteristics, such as the social mores of the
group, Ne oai,af onal pattern, the open mindedness of group mem-
bers, -ie. The TOTAL SITUATION in relation to functional leadership
will therefore be a pr,,duct of an interaction between all these character-
istics. It seems therefore that negatives in one characteristic (or with-
in one column) may 1 compensated for by positives in another.

Table l

CHARACTERISTICS OF GROUP SITUATIONS

Physical
.---------------

Group Group IVIembers
Capacities

-Setting -Goals -Openness
-Size -Tasks -Rewards
-Pr oxirni i y -Familiarity -Respect for Individ-

ual Contribution
-Resources -Social Mores -Accepting/Sharing

Responsibility
-Expectations -Communication
-Organizational -Motivation

Patterns

A. Physical Characteristics

Several physical characteristics of the environment influence
functional leadership emergence. These specific visible character-
istics interrelate with i2ach other and with elements of the other
groups of characteristics.

1. Setting

The factors affecC group interaction are multiple. Sound
levels and acoustics, size and shape of the meeting room,
seating arrangements, lighting, temperature, and ventilation
have a direct effect on the ability of a group to function effi-
ciently. Creature comforts and lack of external distractions
establish a climate conducive to effective group interaction.
Available time is an additional factor that can appreciably
influence the ability of a group to operate functionally.

6 1
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(iroup Si

No definitive answer can be given concerning the optimal
size of a group to maNimize functional leadership. As a rule,
the larger the gr, p, the fewer the opportunities each mem-
ber has to function as a leader. Other factors interact with
s lie to help or hinde r pa rt icipat ion.

Proximity

Distance between the participants affects the mode and qualityof
interaction. Eye to eye contact and observed react ins, for
instance, are important to effective communication.

4. Resources

The group must have access to sufficient resources, both
human and non-human, to accomplish the goals of the group.
Lf leadership development is to be one of these goals, sufficient
resources to support broadly based participation in the leader-
ship functions must be provided.

B. Group Characteristics

Group environmental characteristics are largely determined
by interaction among members of the group. Interaction of group
n-iembers will shape a group's course of action, affect objective
attainment and delimit its effectiveness.

Some of the more prominent factors identified by the commit-
tee relating directly to a group are described in part as follows:

1. Goals

The goals of the group must be perceived by the group as
being worthwhile, attainable, and modifiable by members of
the group.

2. Tasks

The group will identify the tasks to be accomplished through
interactive discussion and group 'consensus. Through func-
tional leadership, group members assume responsibility for
accomplishing agreed upon tasks.

3. Familiarity .

For successful group action, time must be allowed to establish
social acceptance and mutual trust among its members.

6 5
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Social Mores

The more similar the social mores among group members,
the greater the possibilities of successful group interaction.

5. Group Expect at ions

Group expectations are established by group consensus. There
must be provisions for the development and acceptance of expec-
tations by the group.

Oranizat ional Patterns

Most groups operate within an already established pattern.
Group participation in formulating organizational patterns wil.1
help ensure group success.

The organizational pattern within which a group operates should
enhance the functional leadership mode.

C. Capacities (and other characteristics) of group members

Rather than looking upon the question of personal character-
istics as attributes of specific persons who will be "leaders" and
who has to be strong in many of these characteristics, the functional
approach to leadership invites the idea that each person in the group
may possess certain capac"..s, so that this person may function as
a leader in a specific situi of the group's work. When conditions
warrant, a person with tlu. ,:cific characteristic demanded by
those conditions will function as the leader as long as those con-
ditions prevail in the situation. Leadership will pass from person
to :)crt,n ;:_s conditions and personal characteristics become con-
grn,. at. _as, capacities within a person which may be leadership-
re, but which are never actualized in a non-functional leader-
ship it ii ion, may now be utilized.

It should be recognized that there is the possibility of some
kind of correspondence between the capacities mentioned here and
the different functions mentioned above, by which leadership is
carried out.

1. Openness

Openness, which connotes a willingness to accept and react
to other viewpoints with honesty, sincerity and mutual trust
as well as contributing one's own ideas with complete canth.r,
is essential for the development of functional leadership.

Rewards
The participant must recognize that involvement in group activ-
ities will provide either psychological, physical or some other
type of personal satisfaction.
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R0:-pect fur the contribution cif each individual

Each member judges each contribution 011 its own merits. The
contribution that advances group goals is considered valid and
the cont ribut or i rforniing a leadership task.

ept hip hdia r ing ins pons ibi I it ies

Ind iv idtia s nip.; i be will' lig to accept and/or share respons
bi lily, depetidi unon the s it nation and I he individual is own

capacitie:-;, if functi,mal I cO dership is to be facilitated.

(:011 1 11 11.111 I I 011

greater of each individual wiember of a group
.,:omrtninicate io.fectively with oCAR:r inembers of the g roup,

the greater the potent ial for effective interaction willun the
r oup.

6. ;Mot i vat ion

The capacity to mobilize with n self, and within others, the
desire to p;Irt icipate in group action.

III. CONCLUSIONS

Leadership. is ne dynamic function to be identified and nurtured.
Functi;mai leadership is not proposed as the answer to all leadership
problei OS but as h way to encourage enierging leadership and to supply
a broad base support for present: leadership functions. Process and the
performance of individuals in a ,,roup are more signilicant in the devel-
opment of emerging kadurship than is the identification of individuals
as Leaders per so.

The concern should, therefore, no longer be with the selection and
traininp of specific persons as leaders, but with establishing an environ-
Ment which fosters ne potential of each individual for fulfilling and
practicing leadership functions.

This implies that the efforts of the institution/organization/associa-
tion should be toward 1-3::,.,-eillance id possible reorganization of their
own organizational situation, to establish conditions favorable to func-
tional leadership, rathc:r than toward the continuation of formal selection
and training of individual leaders.

If the general idea of :functional leadership as p -sented above, is
accepted as worth further validation of the approach will be
needed, and studies al orw, I his line shoul d be uncle rt alze n and/or
e n e4)11 raged.
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A d d c n d u rn

CASE STUDY - ELENIENTS OF LEADERSHIP

The term "Leader" as used in this case study refers to that individual who is filling this role at any particular time.

I. . STABILITY (See chart) *Emotionally Intensive

A potential leader feels his environment. This person has an internal climate that welcomes emotional
responses to sensory input. Control over emotional level is ere ised so that for the most part judgtrient is not
impaired, but not to the extent of suppressing emotional responses. Emotion is the source of energy' that can
support intense efforts over a prolonged time period.

*Environmentally Sensitive Generalist
A potential leader is aware of all that occur, within sensory range. Although this is at a relatively low

level of a),..treness, there is a continual series of hriel casual concentration periods on various elements within;ensory range. Small bits of information are const,mtly.¢Reing absorbed, with special emphasis on and interest
in the nctions and interactions of Mdividuals and groups.'

DISEQUILIBR1UM (See chart) 'Events Key Concentration

Cuinidation of many bits ot inirn1ation and/or one major event ,iiiises perceptual concentration and
etnot ional response. If person detcrni iu soIntion is feasible and;or desires to pursue a solution, he begins.ictivities that will lead in this direction If this person's behavior, meshes with a group's Conceptions ofleadership behavior imd their agreement as to the Value of the endeavor, he will become their leader.3
This might result Iron) consciops et fort 01) the part of it potential leader based on his knowledge of the grcup,and:or result from tke situation.'"

111. RESOLUTION (See chart) *Action Orientation

At this point the leader identities those that the group respects and generates within them enthusiasm,
cominitment and loyalty, and through then, the group is then directed toward the goal as established by theleader. Throngh interactive processes th, leader works with these key people to develop time schedules,
set procedures, determine needed resources, and assign tasks.6 The lei' . continues to keep group aware
that tliey are working toward a d tiit.OL1 that will result in a decisic .nd subsequent implementation.

C iSi011

The leader determines when decision point is reached and renders (or causes to be renckred) a judgment. 7When implementation based on this judgment is begun, the leader allows others to take over.
IV. REINFORCEMENT (See chart) tRewards

The leader receives key people congratulations, group recognition, and peer grotip approval that resultsin short-lived inter0.11 satisfaction. When this fades, drifts back to stability level but with a tendency toseek new challenges.

iLawson, p.

-Association :ind Society Nlanagement, Vol. 4, 44, June/July 1972, p. 43.
Administrat. Ed Schools, Nunbrough, p. 106 and 109,

Lawson, p.

7'Lay.'son, P. 14.

fiLawson, p. 14.

7L.r.vson,
p. 14.

'Referent:: to chart elements.

6 9

63

(Sic).



0

70

W. RESOLUTION
It, DISEUILIRRIUM

Work log hours under

sire!,:, without lOsing

cot .:r hecerniro;,

discouraged

Stayine Pewer

otnnActifinCrienti

I

urdanizatmal

Communic iiden

slfills

Inspiratidnal

L STABILIT Y

ere is l'1ev

C'X'o'entral inn

Establish FA,svni. leadership he 7 Perolual ik;;;. :Arny
I

I I
ch eroup, or drift

IIDevelup 7;fra. Schelde!.
No.flo

Se: Procedures ;11 !),' pressure oi 1

Ihhnr protfleo,
,Determine Inforirx:c,n Needs I I Lircuwa Ilcos fas sees lcsc v!.

Assign Tashs
hate PaemialL .JMaintain liner Group Cammumeataals

(lenerate eldhusiasin ni C.saitn.oinere I

aleneriste ;raiipawarer,vs!, area luvaliv

fl,".-elap rt".vard system

4

1 Easlly stimulates
I

, ilong and short term)
I

I with contrulled i

---I external reactions I

- ..i

-- Special sensitivity

Eireyeandieniallv -1 to and interest in

Sm. iive autiens ande;
interactions uf

L
indivAals group

-

Auan.ness all

I within eniore ranee I

resofallnl

rn.,wleleenoem

s'

,,5;5;;,

1_

E ,, , -I
_, An,lri, small (err-icy: 1

; hit!, ,,,,, mictrrneion 1 rom I
I maw,. 5auro5

I

71



LEADERSHIP AT LOCAL, STATE AND REGIONAL LEVELS

Committee 4 members:

Wesley Mc Julien, Chairman
Johnny Gordon, Recorder
Pauline Rankin
C. B. Bates
Dennis Leeper
Milton Patric
Theron Swank
Kathryn Williams
Lowell Wilson

I. INTRODUCTION

Re s our ce Per sons:

Lida Cochran
Hova-rcl Hitchens
Tohn Johnson
James Lawson
William Oglesby
Charlie Roberts

One might suppose it would take a special kind of optir'ism todeclare that every man is a leader; yet, that is precisek; what we arestating. Every AECT member at the local, stat regional and nationallevels has leadership potential.

In trying to discover what makes some organizations effective and
others ineffective, we examined the leadership responsibilities existingat national, regional, state, and local levels. We consider each level
to be a functional part of the whole and do not imply any hierarchial
relationships. (See Figure 1)

We took the position that leadership is required for sustained
improvement in education and training. Two general purposes are
served by organizational leadership: (1) to achieve group goals, and
(2) to maintain and strengthen the group itself.

The organization as a whole should provide leadership to influence
education at each of the aforementioned levels. There is concern at all
levels, recognizing the importance of AECT leadership in achieving
group goals as well as maintaining and stengthening the organizationitself.

There has been a failure (1) at the local level to support national
and rep ional goals and (2) at the national level to strengthen regional,state and local programs. Perhaps inadequate communication of goals
and achievements has been a contributing factor responsible for such
parochial concerns. It is hoped that clarification of national goals by
Committee 1 and amplification of these goals for the regional, state
and local levels will aid communication in the future.

7 2
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SOC I ETY

EDUCATION

INSTRUCTIONAL
TECHNOLOGY

NA TIONAL

REGIONA

//1

FIGUR E 1 ORGANIZATIONAL LEVELS

II. BASIC ASSUMPTIONS:

AECT can influence the process of educational leadership in the
field of instructional technology at all levels. The following statements
are designed to strengthen AECT as a professional organization, thus
heightening its capacity to improve society through more effective
educational programs:

Assumption 1: That AECT should exist.

This is the most basic of assumptions. If we did not believe that
the organization should exist, we would either take steps to eliminate
the organization or merely ignore it. Further, our concern for the
future exemplifies our faith and belief in AECT.

Assumption 2: There is a distinction in kind between what is done
nationally and what 1:3 appropriate at state and local levels.

This means that a given goal would probably be supported by
diverse kinds of activity at different levels. Generally speaking,

rTI t)
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leaders at the na-
_tional level have

more time, skills
J.-in different areas,

and difierent modes
of operation than
people d.t the othe::
level:, For exan-,ple,
to a _s-emplish the
g.-sal of increased
membership, na-
t,onal leade...q would
spend considrLrable
time designin6 corn
r-iunicatiais for the
masses extolling the
virlues of the organ- GROUP 4

ization. Leaders at the local level would more likely be making per-
sonal contacts to recruit new members.

Assumption 3: That responsibility can be assigned but mere assign-
ment does not guarantee fulfillment.

It appears to this committee that failure to recognize this principle
has, to some extent, caused AECT to fall short of some goals. While
responsibility may be assigned and accepted, follow-up is needed to
insure the fulfillment of that acceptance. Thore is more to respons-
ibility than mere delegation.

Assumption 4: That it is desirable for AECT to provide leadership
for education and society.

Members of AECT believe that educational communications and
technology can be applied to many of today's educational problems
(when properly applied through a validated, systematic, field-centered,
individually directed approach. ) If AECT is to fulfill its promise to
learners in this country we must provide educational leadei ship for all
segments of society. In order to provide the type of leadership required
to fulfill the promise of technology to its various publics .ge must deter-
mine where we stand and rank our goals in order of priority. Cnly then
can AECT provide the leadership required to accomplish these educa-
tional and societal goals.

Assumption 5: That it is desirable for AECT to provide leadership
at the various levels.

Without adequate leadership being stimulated at all levels, there
can be no viable AECT. A continuous "talent pool" must be developed.

7
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Assumption 6: That AECT should take the position of an associa-
tion which is ahead of the educational and societal norms.

The membership of AECT consists of the seven to ten percent of
educators who are at education's cutting edge. We believe AECT has
an obligation to lead other educational associations by defining and
publicizing goals that will be adopted by future educators. Given AECT
goals, we should be quality-centered rather than quantity-centered.

Assumption 7: That AECT has the potential to make a meaningful
impact on education and society.

AECT has made major contributions toward improvement of
instruction during the half-century of its existence. As technology is
further accepted, AECT's stature will grow, and its potential will
increase.

Assumption 8: That effective leadership includes both (1) personal
qualities such as initiative, charisma, etc. , and (2) certain skills,
mastery of which can facilitate the attainment of specified goals.

Leadership implies more than convincing a few people through a
combination of influence and facts. The adoption of many AECT goals
will require massive political action, perhaps involving local through
national interest groups and governmental agencies. One purpose of
this paper is to suggest several oranizational and communication
skills which can expedite the estabiishment and execution of such
adoption strategie s.

In light of these assumptions, let us further examine the functions
of leadership in achieving organizational goals, as well as maintaining
and strengthening the organization. Is leadership really only at the
top of the organization as many people have assumed; or can it be
fo)und elsewhere, particularly in the organizational echelons?

III. LEADERSHIP ACTIVITIES RELATED TO SPECIFIED GOALS

A. Public Relations and Membership

For years, AECT members have been concerned with recruit-
;ng and influencing personnel within the educational system--board
members, administrators, teachers, and students. We also must
reach the public. We must take a positive attitude. We believe
that when education and society understand that they can benefit
from association and involvement with AECT, more local support
and participation can be expected.

7 5

68



(Committee 4 report continued)

The objectives of increasing membership and enhancing public
image are interrelated. It is hoped that through k with pub-
lic relations, interested persons will seek membol Ltormation.
It is the responsibility of indivicinal members at local and state
levels to inform others that educational communications and tech-
nology can offer alternatives to traditional educational programs,
both formal and informal. Leaders at state levels must demon-
strate the expertise, strategy and tools of technology to persons
outside the organization. They should provide opportunities for
concerned educators who are not aware of these alternatives to
observe such demonstrations.

In order to broaden the membership base, AECT must reach
all levels of education through public relations - informative
literature, mass media, and open meetings of the organization.
This task can be further implemented through personal contact,
whereby a prospective new member might recognize the values of
membership. Wherever feasible, joint meetings with related
organizations, such as curriculum and library groups, should be
encouraged. The exposure of non-member colleagues to instruc-
tional development, media and technology ideas through joint
meetings can foster and influence the growth of membership in
AECT.

To enhance the public image, AECT members must publicize
their professional activities to make the general public aware uf
technological processes and functions in th,.- educational environ-
ment. In many situations, personal publicity is set aside because
the individual is too modest, or is of the opinion that it is not
important. However, by shunning publicity the media professional
shirks his responsibility by not promoting his profession and his
personal interests within the profession. When addressing other
organizations, an individual member can describe his program or
current developments and innovations.

Leaders should make themselves available at organizational
functions in order to promote communications and interaction
between leaders and other members. It is important to develop
an environment in which an individual member sees himself devel-
oping as a competent leader in the field of instructional technology.
When the national organization has agreed upon a definition of the
field, mdividual members must interpret this information to con-
cerned persons. Confidence and competency must be demonstrated
by those representing the Association. Leaders must seize the
initiative for program presentations to local churches, civic groups,
all educational institutions and other organizations.
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B. Emergence of Leaders

At all organizational levels there is a need for leadership con-
ferences such as we find at Lake Okoboji whereby emerging leaders
might be recognized. After recognition, these emerging leaders
could be placed in situations where they can contribute to the work
of the organization.

Ways of achieving thi: might be through providing outlets for
works and talents of these emerging leaders: i. e. , publication of
papers and writings, dissemination of information about innovative
projects, workshops conducted by these leaders, and public evalua-
tion of their productions.

When emerging leaders are recognized, they should be granted
opportunities to implement new ideas and thoughts within the organ-
ization.

C. Promotion and Coordination of Research

The media leader should promote and coordinate research.
This could be done by disseminating information about pertinent
research to school and community groups. Because there is a
lack of awareness of the availability of research funds in given
areas, the media leader should identify these sources and support
efforts to obtain them. (For example, NEA, AFT and USOE. )

D. Leg islation

Attainment of organizational goals and growth of the associa-
tion depend upon the extent to which the organization influences its
membership and outside agencies.

One tangible result of leadership in AECT is the actual adoption
or implementation of a recommended program by bodies such. as a
board of education, college board of trustees, city board of alder-
rrian, the state legislature, or the organization's own board. While
it may be true that recommendations possess a "self-apparent"
validity, logic and need, it behooves leaders to acquaint themselves
with the actual process through which agencies canThe influenced.
Space permits only a few uxamples; the instigator hopefully will
see the need for study of his unique local situation. The following
suggesiions are from the Report of the AECT Region VII Leader-
ship Conference, Lake Texoma, Oklahoma, May, 1972:

"1. Develop and maintain contacts. Get to know key people in each
significant agency. Maintain periodic contacts so you will be known when you
need to score. This implies more th:m a mere updated file, though such infor-
mation should be readily available.

7 7
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"Visit your representative (through an appointment) when he is at home.
Take him to lunch. Invite him to see examples of technology at work. Invitehim to appear at, or address, professional meetings. Put him on your news-
letter mailing list and get on his. In correspondence with key people, stress
proper form of address, conciseness and avoidance of petitions, form letters,etc.

"2. Plan an Adoption Strategy: Simultaneously two activities should
develop: (a) Introduction and support of the proposal/legislation, and (b)
marshalling and coordination of support. Crawford outlined one such history
for ui AECT regional conference.

"Introduction. The initial bill was drafted in close cooperation with
people and organizations who would be intimately concerned, with an eye
toward achieving consensus. Special interest groups (professional and busi-
ness) were enlisted. At the same time a key individual was being readied
to actually introduce and sponsor the bill hi his agency. (Several people
might need to review the proposal before the appropriate sponsor is desig-nated. ) After introduction, be prepared to appear as necessary to provide
background information.

"Action Network. Community support may be engendered through use
of such vehicles as the telephone, personal correspondence, newsletters or
special mailings, telegrams, radio "call-in" programs, public opinion mes-
sages, or existing public relation facilities. National organizations such as
AECT and NAVA are both conce.7ed with improvement of education and
have considerable experience: th.2y should be cctisulted with respect to
strategies, lobbying or additional background information. "

These suggestions may make the difference between acceptance
or rejection of ideas. Part of the battle is planning the strategy.

E. In-Service Training

In-service training of teachers is a local situation, but must
have active support from the national organization. Much of this
responsibility is met through local staff meetings, but perhaps,
more significantly by individual contacts on a one-to-one basis.
Announcement of new materials, services and equipmentwhat is
available and how to use it--is an important phase of this program.
Teachers and students will not request material unless they are
aware of its existence. Assistance in preparing original materials
should also be provided by the media leader, and "hands-on" work-
shops on techniques and proceses can be valuable for both students
and teachers.

In-service programs planned in cooperation with other disci-
plines, school districts and educational agencies should be encour-
aged and promoted: e.g., a basic production course could be
planned and presented on cable or educational television or on the .

local school site. Nearby higher educational institutions frequently
provide this type of service. Additionally, the local media leader
should be aware of such federally-funded programs as the USOE
sponsored Instructional Development Institutes and should seek ways
for locad district participation.

In-service training of other media personnel is also the respons-
ibility of the media leader. Local, regional and state level workshops,

7 8
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media displays of hardware and software for th.' purpose of pre-
view and evaluation, resource persons from the field utilized as
guest speakers for professional meetings and workshops are a few
programs which could be considered.

F. Certification and Accreditation

One of our assumptions is that A.ECT is providing leadership
in the areas of accreditation, certification, standards, job descrip-
tions and classification, curriculum planning, and the selection of
materials and equipment. Local, state, and regional support of
national programs in these areas is essential.

Media leaders must take the initiative to appriSe accrediting
agencies and evaluation teams of existing standards. Evaluators
should be encouraged to be constructively critical of local instruc-
tional media programs during accreditation visitations. Standards
should be discussed with administrators, school board members,
colleagues, teachers, parents, and other key members in the
organizations or institutions in which media programs exist. Media
specialists must also continually conduct honest self-appraisals of
their materials, equipment, facilities, and services. Media leaders
must develop effective communication links to publicize, support
and improve current standards. In addition, media specialists
should always be available to interpret the standards whenever
needed.

Media leaders must meet or exceed certification requirements
and should encourage their colleagues to overcome any deficiencies
in this area. Local colle!,e or university personnel could be asked
to provide courses and/or workshops, either for academic credit
or for salary increments. These courses and/or workshops might
be held in the local, institutions and could help media personnel to
attain certification Iequirements.

Job descriptions must be prepared for all members of the
media staff. These descriptions must be on file in the appropriate
administrative offices and copies should be available to all inter-
ested parties. Job classifications should also be prepared for the
media staff, and all supportive personnel should be evaluated
according to established performance standards at least annually.
These job descriptions and classifications could be based on modeli=,
published by AECT.

Media leaders should be involved in all curriculum committees
in their institutions. If one is not selected or appointed to curric-
ulum committees, one would volunteer one's services and expertise.
A portion of the institutions curriculum might include elective
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courses in such media-related subjects as photography, graphics,
film-making and editing, and television production. State, regional
and national curriculum ,t_iidelines should be consulted and made
available to the appropriate committees before final curricular
decisions are made.

One of the most important responsibilities of the media
specialist is selection of materials and equipment to meet local
recuirements. Policies must be developed, both for the acquisi-
tion of new materials and for keeping the existing resources cur-
rent. A selection policy will prove invaluable should a censor-
ship problem arise. All acquisition guidelines and selections
pcnicies should be on file in the appropriate ;,dministrative offices
and should be available to en cricuhtm com.nittees, classroom
teachers, and other inl rested. parties. National, regional and
state models shold be consulted when local guidelines and selec-
tion policies atm. being de\eloped or revhied. The rnedi: pecialist
should also be willine to share his policies with his colleagues
upon request.

NIAINTATNING AND STRENGTHENING THE ORGANIZATION

Previous secti,.)ris have dealt with achievement of organizational
goals. This section will deal with maintenance and strengthening of
the organization. While some goals may have already appeared, they
are presented from a different point of .Hew. Previously they were
presented as group goals; in this section they represent means to main-
tain and/or strengthen the organization.

Membership growth is an obvious example. While increased me m -
be rs hip is a worthy goal in and of itself, it also means strength (in
tern-ts of finances, power, intellectual ability, etc. ) for the organiza-
tion. Another obvious dual-goal is in-service training. These two
examples demonstrate the dual function of the previously mentioned
goals; the following ideas contribute primarily to the maintenance and
strengthening of the group.

People with common interests, particularly if a minority, need to
associate for mutual support. The idea is discussed by Emile Durkheim:

"... when individuals .ire found to liave common hiterests associate, it ii
not only to defend their inter.:sts, it is In associate, that is, not to feel lost
.tmong Adversaries. to have the iileasure of community, to mahe One Out of
many. ..vhich is to y finally, to h-ad the sonic (orconiational) life togetlwr."
(Gor.lon L. Lippitt :i)1d Edith Whitfield)

Sin(.:e people naturally will forn. Associations, AECT must be
responsive to the needs of prospective members. Two primary
casks intist be performed: (!) Publicize the association so that it
will attraet Hose who legitimately aro part of the interested minority
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of educators, and (2) pay particular attention to the thoughts, beliefs,
and future hopes of persons the association seeks to attract.

These tasks even though goals of the national association, are best
accomplished at the local level (with national support). Members of
local, state and regional affiliates can more easily identify (due to
distance, familiarity with colleagues, and ease of communication)
present and prospective AECT members.

Maintenance of the organization depends on factors such as those
cited by Lippitt and Whitfield, which would apply at any level of the
orcranization.

"An effective group. .

1. Has a clear understanding of its purpose and goals.
2. Is flexible in selecting its procedures as it works toward its goals.
3. Has achieved high degree of communication and understanding among

its members.
4. Has a high degrec of cohesiveness (attractiveness for the members)
5. Makes intelligent use of the different abilities of its members.
6. Is not dominated by its (national organization) or by any of i menthers.
7. Maintains a balance between (all levels, channeling, all effortc) into

productive (organizational) effort." (Lippitt and Whitfield)

V. CONCLUSION

In this paper, leadership functions have been divided into two
categories: (1) leadership to achieve group goals, and (2) leadership
to maintain and strengthen the organization.

In explication of these two categories a representative list of
AECT goals has been cited and some exemplary activities and/or
strategies related to those goals have been given.

The same goals apply to the second leadership function as applied
to the first. However, when strengthening and/or maintaining the
organization is required, different kinds of leadership (at some or all
levels) are required.

Again, these thoughts are not to be viewed as all-inclusive. This
is a working paper, and as of this date, it is not considered corn-Hete.
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SI:LE:CTED COMPETENCIES WHICH SHOULD BL
Dr: \IONSTRATED BY EDUCATIONAL LEADEI

Cornrnittee -5 members:

Da' n Bender, Recorder
Philip Carlock
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Theodore 1-1,!nry
Nhia Martin

a Mena

1. y!ODL CTION

Gerald Rohison
Robert Wohlford

Resource Person:

Harold Hill

The concept that the cha nirieristics of leadership are basically the
same throughout society ao tliat certain competencies are necessary foreffective leadership in a. t:'m influenced the scope of this state-
ment I o encompass the tHltir,. of education.

II. DEFINITION

11-hpetency

A competency is a s ill which can be developed and is manifestedin performance.

IT THREE SIKILL APPROACH

Human

Leader s ability to work effectively as a group member and tobnild cooperative effort within the team he leads.

B. 'Technical

Leader's understandihg of, imd proficiency in performing, a
specific kind of activity, particularly one involving methods, pro-
cedures and techniques.
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ee

Leader's ability to perceive the system Os a whole; it includes
recognizing how the various functions of the organization depend on
one another, and now cnanges in any one part affect all the others;
apd it e\tends 1(1 visualizing the relationship of the individual unit
to (lie livid, cotiniRmity, and the political, social, and economic
forces 1' the nation as a whole.

IV. IDENTIFICATION OF COMPETENCIES DEEMED DESIRABLE FOR
EDUCATIONAL LEADERS

A. 14nman Competenc es :

Ability to work with leaders oi other units and express the
potential and capabilities of the unit.

2. Ability to function effectively within the diverse stated and
unstated organizational systems.

3. Ability to act as a catalyst to provide innovative ideas, moti-
vation ror their acceptance and a mean:i of facilitating their
implementation at all levels.

4 Ability to organize individuals into a coherent productive
body, taking into consideration all the ,,:lernents which enter
into the relationships between thcsc individuals.

5. Ability to express his and t1 organization's position, ideas,
and needs to concerned individuals, while also providing the
means for the organization's membars to interact so that
their positions, ideas and needs are considered.
Ability to communicate the field's goals to the administration,
the community and other political, social and e,,-000rnic forces
for the purpose of gaining support.

Technical Competencies:

Ability to make choices from several viable solutions based upon
the needs of the situation and the leader's knowledge, past
experience and professional judgment in order to assure optimH
results.

2. Ability to initiate those actions and/or processes necessary to
achieve the goals and objectives of the unit.

3. Ability to organize and distribute information by various com-
munication techniques.

4. Ability to maximize a group's ability to accomplish specific
goals by organizing available human and material resources
into a functional whole to achieve optimum results in accorn-
plishing specific goals.
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suecH in attaining stated

1. Ability I() luake tentative assumptions in order to draw out and
tes their HL,,ica.: or empirical -onsequences.
'lb!! it -..er-related partl--; or elements to form th,.'

pr,)\-;1
: operational model for achieving those

i(!entified neef:m ..cioeities, goals and objectives in a specific
silnat ion with a provision for continuous assessment.
Ability to study Ierrelationships, measure progrefs, review
policies and proced-res, a-f apply appropriate data collection
and measuremen- lues.

RECOMMENDATIONS Fs(1. ,EMENTATION OF LEADERSHIP
DE VVLO PMENT FOR Ii MEDIA PROFESSION.

zogni4ing that many persons already possess in varying degrees,
,os competencies necessary for leadership, AECT should under-

responsibility to identify these individuals and to assist them
;me r developing their skills. By such a program the field will

develop a method for supplying the effective leaders needed at all levels.

Nlanv efforts have been made to develop a system which can be
adapted to enlarge or enhance leadership within a group. 1,Ve recom-
mend that tH,. following factors be considered:

oai

The objectives of the program need to be explicitly defined so
that the individual elements can be viewed as a whole. This visual
rtl)re;-;entation of parts will permit continuous updating. The goals
should he stated in terms that facilitate measurement of progress
and/or end results.

B. Nature of the Learner (leader)

Each learner (leader) possesses certain unique capabilities
and/or competencies. Mendel Sherman recommended that the
program planner tai<e into consideration such variables as self
image, aspiratin reference groups, needs, biases, learning
styles, etc. Tilts provides the learner (leader) with more oppor-
tunil to reach his full potential.

8

77



(Commitee 5 report continued)

C.

The vogram should facilitate training which will provide
competencies for functional leadership. The content prescribed
will vary according to the individual and group needs.

D. Resource!

.A.1l, available iiarning components shall be considered as
possible teaching resources. One should consider people, print
and audiovisnal materials, equipment, community facilities,
money, etc. LaLli item should be carefully selected for its unique
contributions to tho learning situation. IVIajoy concerns should be
diversity, appropriateness, and richness.

F. Methodology

The method by which the information is presented to the
student must be carefully designed. Various teaching strategies
suitable to ti-vi learner should be examined and considered.'

F. Evaluation

Every attempt should be made to measure the growth of the
individual, based upon 1-1;.i own performance and not those of the
group. There should also be a continuous assessrnent of' the pro-
grams and their 'fectiveness in meeting the individual's needs.

G. Organization

"WI!le room needs to be made to ensure independent func-
tioning, many personal powers require the presence of others in
the picture for their proper development. The isolation booth is
an inappr,,priate site for the larger learnings. " (Leeper, 1971,
p. 30) For further information on this point .ee Report /12.

H. Analysis of Leadership Qualities

In any leadership development program, a learner analysis
must be completed for all pariicipants. Many instruments have
been designed for the measurement of leadership qualities and
skills. Examples of some which might be used are LPC (Least
Preferred Co-Worker), Porter-Maslow, ASO (Assund Sirni-
larity Between Opposites), Measure of Position Power, and LBDQ
(Leadership Behavior Description Questionnaire).

Or.e will find upon administration of ..;uch instruments ;:hat
each potential leader vill already possess many desirable
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means then, that the content of training programs must vary
to meet the nUeds of the individual learner. We sugges. Hipro-
priate content for leadership progra rns should include the compe-
tencies outlined in this report, as well as other competencies which
are unique to a particular leadership position. The learner enter_
ing into a prog l'am following this design should be able to select
only those areas in which he is deficient or needs to develop pro-
ficiency,

Recommendations to AECT

As a. professional association, .AECT must take a leadership
de in e7,:prcssing the unique neco. of Educational Technology to

those agencies concerned with designing emergent leadey training
programs. As the training becomes available, AECT must pi ovide
means for implementation at both the pre-service and in-service
train Ig evels. Some activities which have been found effective
are

1. Demonstration Teams

AECT should develop a list of outstan(1 Hig resource per-
sonnel in each region. These people would be called upon by
al-.Y group (service, religious, educational/professional, state)
in the_ region, to supply effective tools, resou."ces and tif'cl
niques for the irr :!rnentation of tecl.

2. WorIL,21-Lo_ps

AECT should plan, develop and 'n-lpi..men- or coorain,.t:e
the planning, development and implernin,r.ition for a series af
workshops, or guidelines for them, hc-- made operation,,1 it
various levels.

3. Self-Instruction Packets

AECT shouia make available p-.icketis ma'e-i,t13
are designed to provide the learner with self-instructio, ex-pec-
iences,

4. Conferences/Seminars

AECT should incorporate within t pr.-)gram EH sei,-
sion, devoted to deveio ig leadership

CI rinii,house

AECT :diould collect information rele_tive t pre,e-r
and in_service training programs which have been r ..:1(`r. in

0()
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otloo r local ii les, regions, states, or countries. 'This informa-
tion should be disseminated to groups interest in leadership
t rai ring.
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RECOGNIV,ING, NURTURING, AND REWARDING POTENTIAL/EMERGING
LEADERSHIP AS IT PERTAINS TO AECT

Committee 6 Liemberii;

Larry Alexander
John l'iatt ram
Kay Crandall
John Miller

I. INTRODUCTION

Robert Peshall
William Quin ly
Gny Schiii.ing, Chain-ruin
Carolyn Skidmore, Lecorder

In the study of leadership during recent years, the dominant trend
has been to explain leadership in functional/situational terms. The
emphasis of this approach is that leadership is specific to individual
members of a particular group, situation and ime. It also stresses
that leadersi.p responsibility is shared by group members in carrying
out the various tasks. Ve accept the fact that informal leadership can-
not exist without some type of group acceptance. This committee, how-
ever, perceives functional leadership as a form of informal influence
upon the group by an,r member of that group. In a group of unwieldy size,
there must be a formal leader - one who repi- ents the large group and
provir: leadership (in a formal sense) of a kind which will allow func-
tional 'idership to take place

To exemplify how functional leadership (informal) and the structured
type of leadership, of which we are speaking, work together, let u.s now
look at a typical board of directors.

On a board of d,reors there is usuall.' a chairman ahd t;h_ verat
other member . The chairman tic); nal leadership in callir
the meeting. Once the niting has begun, functional. ieadership may
take ove r and operate until either chaos occurs or it is time to adjourn
the

This commtee is dealing witil the formal leadership (e:ernplified
above in the cha:rman of the board) and in no way denies either the
existence of nor the desirability of the informal, or functional, type of
ic.adership. The conce rn of this committee is the formal, struetural
form of leadership which holds together_ .naintains and/or strengthens
large groups such as AECT.

Within the scope of formal group functions and activiti,:is in AECT,
there are individuals who emerge to influence t1.2 movement: of the
organization toward recognized goals. We acknowledge the probability
that these leaders have some d. 'inctive personal quAitics w;.ich serve
to .e.:,.,tedite their movement into, id augment their effectivenss in,

8 9
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IL,c formal leadership roles. llowever, our present instruments do not
yet provide adequate knovdedge on what these qualities are, nor do these
instruments tell. us the best combination of qualities in specific situa-tions. We also recognh,,e that situational factors demand the cy.ercise
of varying patterns of behavior from the leader. Wu do feel, however,
I N. .1 the developing Hader potential leader CZLI1 he 01 ,sisted through
advice and support from his peers.

The development ot le.der;diip capacity is an internal process and
caul) Hdividual must assume the development of leadership in self. How-
ever, the attainment of leadership positions may ht fat-nil:lied through
the pc,s:-;dHsiun of certain skills, such as those of management, these

e obtaine(' through training pro).,,ranis.

A Lsic assumpt ion i I hat some of I he leade r's Ill rtitiles which
influence group performance in (tne situation would also characterize
him in other situations with like effects. Further, we recot2.1lize that
changing situations and tasks will place varying demands upon 1:he clif-f, r,nt abilities pe :cssed 'oy thc leader.

Idt ification of potential leadership must be considered as a
it process which acknowledges:

A. That an individual might LI.eate his own avenues to leader:diip within
a given organil'..tion and in a .4iven situation;

11, That chart:ling situations z-n- r!re factors which might rcquire
the exercise of unique pii.tte of leader ship cittahties;

The si.nifik_:an n jn ,ind place factors in the c:-..,,rcise
leHership;

I), The desirability of usi.)g a leadership identit'iLation jorm. (These
fori-hs can be ddvelopcd or clop;ed from a )uniber of such
lists already availab', the lh:er:Lture. )

al OF \TS

Renith. HIy avar -,ss of pential and 01,0 ,L,2,ir lead,

ft S\f:orturt': F,Js!,..frint2 e: a caging and T) a hi 0 witinuin,2, Lmdt.r_
ship opportunit ies at ti. severai :evel:,-; in the or.s-Lniz,ational

d Acl;nowledging d inonsl rated leadership by pr Ms;

award z-..1d supDort est 01)1i.sh,d hi i ht= plar;)i)50 I fly

rt!10,',

0 0
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D. Potential Leadershi_pi Leadership wI.ich is dormant or undeveloped
but identifiable by a. reconiniended checklist and by observation, It
also includes leadership which has been d monstrated in other fields,
i.e., church, politics, service etc. and is potentially trans-
ferrable to the media field.

E, Emerging Leadership: Le.aclersilip 1.1e media field which
has been demonstrated at a beginning level, i.e., local institution
or local chapter of state association.

HI. RECOGNITION OF POTENTIAL/EMERGING LEADERSHIP

A. Tools tor identifying Potential/Emerging Leadership

Recognition of potential and emergent leaders has been scien-
tifically studied by many scholars and groups. These studies have
produced several leadership evaluation scales such as the Steps
Toward Achieving Leadehip and Region VII Leadership Matrix
Profile presented on the following pages (Figures 1 and 2). Selec-
ted scales or checklists may be used as one toi in the process of
becoming awlre of potential leadership qualities in individuals.
Most of these scales include a number of such key items as:

A

V5231"'7's 'CP

Alik2

GR UP ti

(1) -,irsistence;
(-) knowing hr)w to get and

exp rt nelp;
(3) dclegating authority;

1.1 se

(4) abilit y to anal,:ze problem

'-4011111

accurately:

(5) attend to detail;

(6) mobilize avail,:ble resources,
and

(i) foi low a task f-0 completion.

b. Pathwa. to Positions of 1..ea.der!Alli--)

Potinitial and enmrgent leaders may be recognized at various
stages and levels of development in an organization. This r icog-
eition may be facilitated in organizations clear paths for leader-
:. ti le vtl opn 1 ;it 0:

S4
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REGION VII
LEADERSHIP MATRIX PROFILE

Oualities

Po,;sesses required competencle
Committed to organizational goals
Dedicated to organization
Possesses growth potential
Has personal motivation

Is able to analyze
Is able to interpret data
Is able to generalize
Can draw conclusions
Is iible to project from data

Is able to plan systematic approach
Can Listen
Can ob.,:erN,e

Can participate
Can categorize

Can summariz,
Can relate or persuade
Can project

. positive approach
(:an provide goal direction
Possesses insight

Can elicit involvement
Can or-anize time
is del_lidable
In fleible
Adapts to situitionai demands

Treats critic rn objectively
is consistent and systematic
Accepts responsibility

Demonstrates competence through past
performance

Can make decisions

Is enthusiastic
1-Flibits positive approach
Psplays good personal appearanne
Can persuade
'H_us peer group acceptance

0 1 2 3 4

Possesses sense of humor
Demonstrates interest in organization
has self confidenca7..

.._rates Initiatice

Is willing to accept responsibility

Is friendly
Is creative

Can maintain emotical stability

FIGURE 1
87
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STEPS TGWARD ACHIEVING LEADERsNip
(F-:ample of a Teol)

Adapted from Wi:diart, 14.!aders3!l

Do
1. Stimulate people to want to do things

2. Study subordinates - How they tick

3. Practice good listening

4. Use constructive criticism

`). Criticize privately

6. Praise publicly

7. Sbow consideration for others

S. Oelegate responsibility to others

9. Give credit where it is dnv

10. Avoid domineering altitude

11. Ile interested in and appreciative of other5

12. Direct by suggestion rather than by orders

1. Do you explain your requests

14. Share plans early with subordinates

15. Practice standards set for others

16. Accent the positive

17. Be conslistent

Have confidence in -lcople

19. a,ncerned with subordinates

20. Admit your mistakes

J.1. Explain -Jhy when others cl.eas are refused

-v) Aware ihat people carry out their ovn idea5

23. Evaluate what you say before :=aying it

Accept moderate "complaining" (griping)

25. Able 7o tell others thei:. importance

26. Able tc offer suberinates goals

27. Efficient:1y communicate ideas to others

FIGURE 2
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PATHS TO AEC T LEADERSHIP

I OINT

Specific
Description

1

1

1

1

Role DOSCriptor

IL ating
Cornmitte,-,;

oe a I
d

C oaferonC
Leaership

Local la adorship
(Icrnial/intortnal)
Rotating

',Specific StJte
Rcic Descrip,

State
Leadership Conferev -e

.4e 1\
ific Regional

State Lt!.I.:ership
Rotating

I Region-I Leaders!li:'
Rotating

Reg b)nal
Leadors!'7ip Conference

L _ L

Natio!ail
Leader,ip
C onfer cue,

Rotating NM;
Leadership

FIGURE 4
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(Comm ttee 6 report continu('d)

C. Personal expression

Potential leaders need the opportunity to be heard and to know
that their views are considered. Such communication fosters the
deVelopment of positive self-images as well as a feeling of being an
integral part of group functioning.

D. Inducement and example by mentor

The mere fact that the behaviors of ones' own supervisor or
leader reflect quality and professionalism serves as a significant
nurturing factor.

E. Exposure

Potential leadership often experiences growth by planning
projects where each individual demonstrates his qualities thereby
increasing his visability.

F. Recognition

Special attention should always be given to meritorious
service.

G. Training

A strong training program should be initiated to provide the
necessary management skills that will enhance leadership develop-
rnent.

V. REWARDING POTENTIAL/EMERGING LEADERSHIP

It is an established axiom that those who labor must be rewarded.
To encourage the development of potential leaders, the profession must
establish a system to acknowledge contributions to the discipline and
provide additonal opportunities for growth.

Committee assignments and other professional responsibilities
must be available as a reward and to test the me.tle of the emerging
leader.

These assignments provide opportunities in the profession and
recognition in theeducational system to encourage support through
released time and funding.

The present national committee structure does not encourage a
maximum number of emerging leaders to achieve these positions. For

9 7
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hue, a small conti,ngent has been given all of these assignments.
Room must he made at the top bv limiting the number of ,lational com-
mittee assignments given one in idual and encouraging turnover in
the composition of committees.

Some suggested rewards to encourage emerging leaders are:

A. Assignment- of appropriate responsibilities.
13. Assistance In procurement of favorable employment.
C. Recognition by and association with others in the field.
a Invitations to participate in special meetings lhat compliment

his status.
E. Recommendations for consultant work for extra renumeration.
F. Special recognition awards.
C. Recognition through various news media.

VI. CONCLUSIONS AND RECOMMENDATIONS

In defining a process for recognizing, nurturing and rewarding
leadership we have made the following observations, which in turn imply
recommendations for AECT:

A. Establish a process for recognizing emerging leadership at
the local and/or state levels. This process should be avail-
able to affiliates on a recommended, yet optional, basis.

B. Be continually concerned that the following factors for nurtur-
ing emerging leadership are present and available at all organ-
izational levels: finance, time, encouragement, two-way
communication, visibility, and reward.

C. Training opportunities (leadership conferences) be continued
to foster and nurture this emerging leadership.

D. Plan a program of reward and recognition to make the seeking
of leadership attractive and worthwhile to emerging leaders.
Some dimensions of such a program should be:

- exressions of appreciation to individuals
- expressions of appreciation to employing agencies
- advancing assignments, e.g. , to committees, com-

missions, task forces, and as conference evaluator
or writers of position papers

- professional status enhancements (awards, special
meetings, etc. )

- recommendations for consulting assignments
- publicity (press, radio, TV, professional journals, etc. )

91
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(Committee reporl continued)

E. Encourage emerging leaders to aspire to national participation
and leadership through a publicized program of rotating mem-
bers into all levels of AECT.

F. Plan a program of regular review to insure that the paths of
leadership are open and will remain so.
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Appendix A

These are the conc.2rns submitted by the delegates to the 1972 Okoboji
Conference. They were distributed at the opening of the conference
and will be used by the Planning Committee prior to the conference to
help formulate the discussion subjects.

LEADERSHIP DEVELOPMENT FOR THE MEDIA PROFESSION

I. DAVID R. BENDER (Ohio)

I. Who has the :esponsibility for providing leadership development opportunities for the media
professional?

II. Where will !cadetship development training sessions take place?

III. What arc the implications of leadership development for both pre-service and in-service
training?

IV. What typc of developmeot opportunities will be provided?

V. How often w di developmental programs be provided or will the programs be on-going courses?

VI. What criteria, if any, will be used for identifying leadership qualities and/or characteristics?
When and where will this selection process be done?

VII. What are the implications of leadership development for differentiated staffing patterns?

VIII. Should all media professionals be exposed to leadership development programs?

IX. In keeping with last year's theme, what effect will this type of development have upon the
accou. Minty concept for the media profession?

X. What role can State Departments of Edncation play in leadership development for media
personnel 7

XI. What effect will leadership development in the media profession have upon improved learning
opportunitiet for boys and girls?

2. LACK BLAKE (California)

Leadership demonstrated by media professionals manifests itself in several areas of professional and
personal endeavor. For our purposes, the two areas of greatest significance to this theme, I believe,
are to be found in the leadership demonstrated by members in their paid career occupational-professional
roles on one hand and in their voluntary professional organization participant roles on the other.

Understanding these two areas of leadership is important for while they may possess similar characteristics
nd require similar leadership qualities, they arise from different systems of needs and motivations.

Furthermore, leadership in the occupational-professional arena nearly always implies the exercise of

related administrative responsibilities. In the professional organization this implication is equally
important although not as often true.

Both leadership and administration, therefore, must be exercised by the leader, and this is where
conflict arises.

One of the major concerns, then, is how the built-in, self-conflicting nat :re of leader-administrator
behaviors can be recognized and dealt with in leadership development.

James M. Lipham brings this roncern into sharp focus since be defines leadership and administration in

dualistic and opposing roles.
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Leadership is defined as:

"... the initiation of a new structure or procedure for accomplishing...or for changing
111 organiiation's goals and obiectived... the leader is concerned with initiating chatigps
in established structures, procedures or goals; he is disruptive of the existing state or
ffa irs. "

Administration is defined by Lipham as:

"... the utilisation of existing structures or Procedures to achkve an organizational goal
or objective .. the administrator is concerned primarily with maintaining, rather than
dhanging, e:.tablished structures, procedures or goals. TIms, the administrator may be
%iewed as a stabilising force."

To further illustrate the dual nature of leadership, add this definition by Anthony Saville:

leddoeship may be defined as a process of structwing, organiaing and guiding a
..ituation so !hat .111 members of a group can achieve common goals with a maximum
econonp, Anil minimum of time and effort. The smoothness of the administrative

ocess depends upon those concepts meshing to permit a workable, functioning
pattern of operation.

One discovers in these definitions that. leadershi., is not to be considered apart from administration;
thdt the activity of leaderslp encompasses activitdes of administration, and that administration does
not occur without leadership.

In a rdpidly changing society, the need for leadership which meets the demands of change is apparent.
Leddersldp which operates only to maintain the status quo of institutions and organizations fails in the
test of leadership under consideration. Nevertheless, where there is leadership, there is also admini-
stration. Therefore, these concerns:

I. What are the processes that cause interpersonal s:onflicts or conflicts between different
divisions or levels in an organizational hierarchy?

2. What are the determinants, social-structural or otherwise, of such interpersonal and
interorganizational processes?

What are some of the mechanisms that can be brought to bear to resolve the consequences
of interpersonal or interlevel conflicts?

In short:

4. What are the skills, attitudes and concepts that a leader must utilize if he is to become
a succesfu1 change-agent for goal improvement and attainment in his organization?

References:

Upham, James M. "Leadership in Administration. " In: Behavioral Science and Educational
Administration, 63rd Yearbook, NSSE, Pnrt II. Chicago: University of Chicago Press,
1964. p. 122.

Saville, Anthony. "Conflict: New Emphasis in Leadership." The Clearing House
September, 1971, Vol. 46, No. 1, p. 53.

3. PAUL BRANUM (South Dakota)

The word leadership carries with it the connotation of followership; for without followers there cannot
be leaders. Without leadership a group becomes a mob.

When do leaders emerge? Usually, a good leader was once a good follower. A follower recognizes a
need in others around him and attempts to fulfill this need and in so doing becomes a leader. This is

an accidental leader. In the past most of the leaders in the media field have come as accidental
leaders, but we can no longer afford the luxury of accidental evolution of leadership. To function in
the role of a good follower or leader, one must have the courage to assume the accountability of the
group. An organization which permits the promiscuous abdication of respcasibility cannot exist. Only

those organizations which hold themselves accountable for their actions will gain the prestige with
which to attract more followers.
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My concerns lie in the identification .nul the imcouragement of potential leaders entering the field.
These concent can be bro!<en down into three primary catagories:

1, identification of the signs of leadenship,

2. Encom.igement of tlice people exhibiting these signs,

1. Identification of the time for One to stop leading and to assume the role of follower.

.1. lin-WERT BRi,SIIMAN (Pennsylvania)

The paradox of a Nvorld changed mightily by teclmology, especially comnmnieations technology,
and an institution-education-clumged little, if at all, by communications technology is the basic
problem. Leadet must be nurtured or de...eloped who understand and can solve the paradox.

Such leadership has not been it ,idence except in the most restricted sense in isolated pockets of
change. The broad based support of society needed to bring about institutional change requires broad
based leadership with an undettanding not only technology but of the educational institution and
how ,rad why it hind ions as it does.

Great statements of philosophy have been made by practitioners in the field of FrT hut they are not
reflected in the greatest statements of philosophy t:he budget of our schools and colleges. Instruc-
tional Technology i till primarily it) the lip-service stage of development with just enough appli-
cation to keep it on the outer fringe of educational change.

If there is one overriding need tcxlay it is for real leadeaship to translate the broad long-range goals
of alucatimal Comrnutileations Technology in terms which permit its implementation on an effective
scale.

5. JERRY BRONG (Washington)

I. A learning societywhat's the future for the schools?

As education continues to function as a formal agency there are alternatives to that
agency developing as other means for formal learning.

I. What is the prognosis for the "school" as the educational agency?

2. How can the alternative educational institutions, whether they be formal or not,
be ..mployed to improve the total learning environment of society?

Is control of these alternative educational agencies desirable? If so, how can it be
accomplished?

B. Education is changing. Learning is receiving emphasis while teaching becomes secondary.

I. What is the role of the professional association, local and national, in affecting and
directing change?

2. How can the professional assume an active part in designing for change?

II. Definition of what consitutes the media profession is essential.

A. How can the definition be developed? Accepted by thaw affected?

B. How important is agreement on the definition?

C. How can state affiliates build its "professional" group based on the new definition?

III. What is the new role of associations, national and statc., in PROFESSIONAL development as
opposed to 'WELFARE development?

A. "-w can stat, affiliates pro...ide learning experiences to enhance the professional compe-
tencies of its members? Of non-members?

B. How iruuu'ou: at i cc:liticlJon of mcdid professionals?

103
101



(cont inued)

1. Should certification move bok.,,,d the schools?

2. Is there a continuing legal base for non-competencies based On OCrtification?

3. If certification is important how about accreditation of the institutions training the
media specialish;?

,t, Who shall accreditate in the media field:

If accreditation relates to certification and certification is on a competencies
base how can accreditation be effective?

C. I.low can and should professional associations assume an active role in the establishment
of national and state (possibly local) legislative priorities?

IV. The media profession, learning resource profession, instructional design profession, is an
set of operational definitions. Many "professional" groups claim the profession.

What is the future of inter-association relations? (i.e. , AECT-ALA, AECT-ASIS,
AEC T-research groups, etc. )

B. How can inter-association activities be used by the profession to cause an improvement
of the competencies of the members of the profession?

C. How can associations change to adopt new society objectives? Do the associations reflect
the needs and desires of society? The professions?

D. How call the AECT (and state affiliates) be strengthened to have greater influence on the
professions and the educational activities in our country?

DFRWYN DAVIES (Canada)

Implicit in the guideline papers and the questionnaire is the view that leadership, like behaviour,
exists in some amount and can be measured. It is pertinent to ask bow it is that a society which
ostensMy stands for equality and the individual, nevertheless promotes concepts which are strikingly
close to elitism. Where are the fundamental questions about the dynamics of groups and organizations?
Do imaginative and vital happenings occur in schools as a direct result of the skills, knowledge and
attitudes of the "leader"? In every case? An example which springs to mind is A. S. Neill - surely
a leader in the field of education. But has he shown leadership?

Perhaps to cite such an individualist as Neill is inappropriate in considering an organization and the
necessity to be effective in and through that organization. I cannot help feeling, though, that everyone
is, with great determination, turning their backs on the mavericks and looking instead to our modern
cult the awesome corporate enterprises, wielding tremendous power and influence while actually
managing to function. I think we should recognize the germs of truth embodied in Parkinson's Laws
and the Peter Principle.; before we adopt too much of the image of the high-powered corporate evecutive
as a leadership figure. Lessinger claims that were education subject to the same stringent facts of busi-
ness life as corporations, we would be bankrupt because we have a 25i failure rate. I suspect that the
proportion of, say, GM car buyers who are perfec:.:, happy with the product is about the same as that of
parents completely satisfied with the educational system.

But is business an adequate or even a proper model? Are the qualities wIrlch enable the rising executive
to become President of the corporation appropriate to the educational scene? What, in fact, are the
qualities, and do they include a nose for power and self aggrandisement, nit.dessness
acumen?

The administrative itructure in our schools and school systeis is based on the assurnpti that this is
the way to provide for effective educational leadership. think it is fair to r that, at least for a
large proportion of schools, the leadership somehow does ot n. crialize, cr does not restit in exemplary
schools. Will discussion on the qualities of leadership tat. ett ,onest look at the fuibtrations criticisms
which exist?

I am not sure whether an emphasis on leadership as a necessary component in a dynamic of change may
not be counter-productive. Someone has pointed out that leadership implies "followership" - the former
are few and the latter are many. Can education be carried out under a management approach which
implies a second class status for the many? Wbat effect does this have on our students? On the one hand

1 0 4

102



eint 'tined)

\Vt urge vritif al thinking, persoi.al responsibility, democratic values; but we set up a structure
which proclaims something Ljnite different.

Or is true leadership, like art, '4'1f-effacing?

RoiT33 JR. (C otinecticut)

Obviously there are te,;tliques of leadership, management and organization that should be die concerns
of a conference such as this. However, aren't there philosophical considerations which give direction
to the techniques? Without knowing or considering what we stand for, tecImiques by and of themselves
can lead in any direction. It seems to me most important that we should address ourselves to the topic
of the direction our leAdership should be leading.

Too many of our alleged leaders, in the writer's opinion, have becn ready, willing and able to aid
and abet ;my fad, cliche or trend, to the possible long-range detr:tment of learners and learning.

As Bob de Kiet fer said in his DAVI President's address to the Third Lake Okoboji AV Leadership Con-
ference, "... flow can we train leaders, or even recruit them, without somid purposes and objectives
which will give d'rection to their thinking and development? I commend, therefore, that considerable
serious thonght and ;Mention be devoted at this...Lake Okoboji Conference to the termulation of basic
jibil,Ksophy, policies, and objectives which will give strength and meaning, not only to 1.14. field, but
can be readily understood by the masses of people and groups whrim we profess to be serving."

t. HAROLD E. HILL (Colorado)

Differences, if rn.y, between leadership "requirements" in media field as opposed to others.

A. Has it been established that there are such differences?

B. If so, what are they?

C. What specifics in leadership training methodology are needed to fill these different
and distinct needs?

D. flow might these methods best be applied?

IL Leadership characteristics.

A. C.in these he adequately defined?

B. Are the largely genetic, or can they be readily acquired?

C. How do we recognize these characteristics among the young people in the field?

III. Leadership development--how and where?

A. At the national level,

I. Okoboji or similar experiences?

2. Involvement in positions of responsibility in AECT?

B. At the regional level.

I. Should regional meetings try to imitate Okoboji, or should special goals and
techniques be established for these meetings?

2. What is the best type of organization and structure (and geographic basis) for
regional meetings?

C. At the state level.

1. How should young leaders-to-be be selected?

2. What is the best method of involvement in state activities?
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.1. Wit ioriii,I funetioning in a position of responsibility, under guidance of ahase
who have "been there" suffice to prepare these people for larger roles at :egional
and nationa: level, or should special workshops, seminars, or other techniques be
rid,ablished to foia.er and develop leadership at the grassroots level?

I). V there any way to assure that ,zt least some of the people who start up the ladder hinted
:at above tvill act.nally continue upward, Or is this currently based on happenstauLc? Is it
tt101,' .tiC 41,111 dl than planned that national leadership gets where it is? How do vtae at least
partially insure that gradual leadership development, through various stages, will "pay off,"
so Haat we do not miss those who have been so trained and pick in their stead some who
"know the right people, "are in the right, place at the right time," etc.

IIARLAN ,Illi7s1.1I1'N (Minnesota)

1. flow cm, leadership potential he .1,ontified and then developed into effective leadership
that are needed at all levels of media?

II i lOW t Ill 'hue ational leaden; prop,ired intellectually, politically and institutionally to :.ake
advanti,t.: el and also improve upon the many opportunities in education?

What noT I au id educational leadership take in developing the cooperation and coordination for
tho6o who are responsible for the development of "hardware" and "software" instructional materials?

IV. In a society where the rate of knowledge increasing at a tremendous pace and where change
per se appears to be a positive value, is educational leadership being developed that can adapt to
thr: ever increasing demands placed upon it by that society.

V. In an C.:a where the machine ;Ind the computer comprise much of the labor force, will present
methods of leadership he capablo of guiding our society in the future?

In any organization, whether it be corporate or educational, a crucial need is for people to
cooperate with one another. How can leadership be developed to create an internal atmosphere
in which initiative flourishes?

VI.

VII, A problem faced by education leaders is the resistance by teachers to accept technology into
the educational process on the premise that it will dehumanize a very human process. How can
this resistance be broken down?

VIII. A very pressing problem in education is school plant design; that is, deciding what function
the building plays in relation to how people are taught. A leadership fimcti.ln will be the aware-
ness of the relationship between school design, curriculum and instructional methods.

10. JAMES R. LAWSON (C.; 'ifornia)

From al/ indications the United States and the world are undergoing a social revolution. Thought and
action have turned tcward human interes, values, and dignity evidenced by the prevalent concern for
the social problems of mankind. This is happening in an era of great technological achievement.

The social revolution has given birth to a new "spirit of criticism of values° which transcends all
sectors of society and all political, soLial, economic, and cultural boundaries. Whether in the form
of public accusation cr self-criticism this new spirit is "made possible by a freedom of information
such as no civilization has eviir tolerated before. "2 Man's technology has brought to him this accessi-
bility of infc:: nation as well as "a conviction that man ha4s become the tool of his tools, and that he
must once more 1-?,:come an end and a value in himself. "'

The exponentiai - ci change in man's technological capabilities appear to be beyond man's compre-
hension, and to him, appear to be incompatible with his thoughts and ac Lions for human interests, values,
and dignity. Thus, two forces, man's dignity and man's technology struggle for dominance in an environ-
ment polluted by information and tapid change.

In reaction to societal revolution and the evolution of technology all sectors of society, public and
private end themselves in a state of metamorphosis, seeking new goals, new organizational patterns,
nes.: relationships, and new leadership. The majority of the public believe that the private sector of

business :Ind iiiiistry have a moral obligation to help other major institutions to achieve social progress.
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Consonant with the revolutionary social change taking place, business and indusl-y in the U. S. appear
to be entering a new era which is bringing abont changes in its internal and t termil character. The
public's pectat I ons of bnsiness and industry is broadening and the newly emerging a ml , till amorph ou
responsibilities that business and industry should assume, to become broadly involved in avtively improv-
ing the social environmunt, have yet been given the attention of educational leadership."

Educators have historically and traditionally assumed a low profile In the leadership of our society;
assuming a reactive rather than a proactive position. At a time when society is moving through a com-
munications revolution, a time when man's technology has brought to him a freedom and accessibility of
hiformation such as no civilization has ever tolerated before and at a time when the government and pri-
vate sectors of society are redefining their goals, new organizational patterns, and new relationships,
educational leadership is essential. Needed arc forceful, dynamic leaders who can demonstrate success
in reforming large institutions and interact equally with leadc.s in other sectoir, of society, both public
:uhl private. Thk leadership must reflect a proactive stance in contrast to its past reactive stance.
More importantly, that leadership, could and perhaps should come from the emerging educational tech-
nologist movement in education. It is my concern that strong leadership be developed within the fkld
to interNee with the leaders of government and business and i!.dustry.

References

Revel, Jean-Francois, "Without Marx or Jesus. " Saturday Review, July '24, 1971.
pp, 11-11.

3Ibid.

4Committee for Economic Development, Research and :olicy Comn \race. Social
Responsibilitivs of Business Corporations. (A Statement on National Policy) New York: Com-
mittee for E,;nomic Development, Jtme, 1971.

I. JOHN B. LOUGHNANE (Massachusetts)

I. Why are we developing leadership?

A. National?

B. S,ate!

C. Local?

II. Does leadcrship development differ at each level?

III. What makes a good leader?

A. Skills

B. Knowledge

C. Aptimde

IV. Is a need for leadership development present or will leaders evolve naturally?

V. Is leadership development of the media professional hindered by public school and university
media professionals b.-ing members of the same local organization?

VI. Should AECT develop leaders?

VII. What opportunity is available for a state leader to become a national leader?

VIII. Do we destroy good prospective media professionals through our democratic lea:li_rship
development?

Dc. Is today's leader equippeCi to handle tomorrow's problems?
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.rh, term "leadership" has wide currency in IISNions immg professionals in the Held, and yet it
vat iety of practices attests to the tact that thii k. is wide divergence anonig piesent leaders claiming
to otter this commodity. Each erson discossing this ehtsive entity it:malty does so in terms of their
own special segmene with which he is homedt itely identified. A. a result there es ist many interpre-
tations ot the word "leadership", yet nou ,. have inspired consensus.

whik. st of Aff,i,rs is assuredly contosing ene.ogli, the frequent failure to indicate clearly, ff at
all, ected of the professional in the field, in terms of leadership, tends to confound our
thinidng nd de., ussions even mole,

Accepting the notion that "leadership development" is acute and pressing, then the umst important yet
most difficult concerns to define in the "[cadetship development" eijuation becomes:

I. What if :my are the histeric.11 pproaches to leadership study and/or development?

1. What should the traits Of a leader ill die profession he'

certain traits exist .iniong leaders how can these traits be (leveler d in any one
person selected or desiring to become a I fader in cur field?

.1. Can leadership or management techniques be depemient upon a set of guidelines or
rules

S. What arc some techniques of leadership and/or management development?

ti. Is it possible to organize a course of study that would develop leadership capabilities
iuu in(lividnals?

7. If a course of study could be developed what evaluative measures could he used to
indicate those who have leadership abilities and those who do not?

S. Arc leaders born, or made, or chosen?

9. What is the definition of "1adership" as it relates to our field?

10. What are the elements that affect leadership?

11. What lemiership and management concepts developed in business and government suggest
methods or approaches applicable to our field for the training of a leader?

The purpose here was to attempt to list those concerns about "leadership" which we - and this word is
used collectively - must come to conceptualize and be able to answer if we are to continue preparing
professionals in our field.

11. ROSITA MENA ('uerto Rico)

Prejudices in relation with leadership development in the Media profession:

I. Evaluation methods and improvement opportunities. (leaders increment)

A. Media profession improvement courses had been offered. What kind oi training
is being offered?

B. What has been taken in consideration in the selection and training cf k:andidates?

C. How have media professionals been evaluated? Does it provide for the leadership
improvement

D. Who is in cbarge of evaluation when the media professional is working in two schools,
each school having more than one principal?

E. Ilow can a self-evaluatlon be held so as to continue my leadership improvement?
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Fears:

A. Can wa as media professionals, help in the leadership improvement when we do not
agree with factors affecting such as job stability, program acceptance, number of
schools, and personnel to work with, and job facility? Can we help?

B. Does the number of media candidates without a media certification affect the number
of candidates and the improvement of media leadership to cover vacancies?

C. I may be well prepared to help in the media profession leadership improvement
after attending Okoboji conference? I really wish it.

14. PATRICIA MONTGOMERY (Canada)

I read the Lawson papers, the questions in the questionnaire, reflected on them over a period of time
and there is no question that leadership and leadership development are important to analyze in terms
of our profession and its contribution to society. Hence this is a viable problem for us to deal with at
Ohoboji. However, it seen-is to me to be essential at the same time for our Okoboji group to analyze
us precisely such concepts as organization, association, administration, executive, management for it
is within t_ se related concepts that leadership emerges and functions. Without this conceptual frame-
work our leadership analysis would lie in splendid isolation.

Throughout the recent literature on leadership there is an emphasis on the group endeavors to facilitate
the solution of group problems and that the leaders and group behaviors are woven together in that task
which is influenced by the goals and conditia.- under which the group operates. Consequently, it is
important that we examine the fundamental nature of groups, associations, organizations, etc. as well
as within the educational context and how they relate to society. If leadership emerges in the group
to make a contribution to the whole, so the group,organization, etc. within the educational realm should
provide similar leadership and relate to society as a whole.

Academics nd other professionals have devoted their careers to the analysis of these related concep.
Indeed, for cxample, administration has emerged as a focal area of study and the other concepts have
been developed as major components of many academic areas. An examination of the works of leaders
in these areas ;thows their concern about worth of individuals, the need for various kinds of leadership -
but in terms of the hind of groups, their goals and their contribution to society. It would be useful to
have the benefit of such expertise on these overarching concepts which so shape the kind of leadership
that is needed. Om analysis of leadership and leadership development will be meaningful only within
this larger context.

Our field must be one of the most complex because it is so interdisciplinary in nature and reaches into
major conceptual aras of other fields of study. This is its great strength and at the same time its greatest
source of potential weakness. This pc6es a problem for the profession and the professional association
because many of its members, tv) :le recognizing the worth of professional concerns an i goals, feel helpless,
unprepared and uncertain of the role they ar- to play as individuals. In few professions are there so many
roles to choose from and, incredibly, many members are helpless because they attempt too many roles -
or one they haven't been prepared for. Their uncertainty reflects the problems in the profession in terms
not so much of its needs and concerns but in terms of an organization that has not developed viable
relationships with other professional organizations. If this had been done earlier, a member of professional
groups might have reorganized with us and we would be working as numbers of an interdisciplinary team
and realigned in different professional groupings.

I feel that our progression and our association may go the way of the dinosaur unless concerned individuals
and groups such as Okoboji systematically deal with the crucial topics on an ongoing basis. What is the
structure of knowledge in this complex field? Which professionals should be involved with us? How do
we organize to achieve defined goals? Our study teams must draw upon and link to the expertise in related
fields. We and they must study and apply the knowledge gained about organizations, management, admini-
stration, leadership, etc. If our profession and the professional association al e he saved, expert inter-
disciplinary teams will have to be set up to examine not only the professio.,11 alca elf, but how it
relates and should be linked to other areas and what new organizations ne, o be -igned and administered
to achieve designated results. These study teams should be funded until 7 have Dmpleted their analysis
and made their report.

Our profession and its association is in a battle for survival. If such battles could be won by individual
interest and zeal and the worth of the cause, then we would win this battle. But the times are such that
as in military battles, we must organize to survive. It demands expert leadership systematic on-going
analysis and development, inputs from and regrouping with related professionals and their associations.
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This kind of Approach raises the question as to whether we are willing to pay the price in terms of
people, time and money in order to organize to survive. We are beginning at Okoboji this summer
and if we analyze leadership within the larger context of organizations, administration, etc. , we
are off to a fl,ing s"^rt.

15. ROBERT R. PESHALL (Arizona)

"Lead" ership is what? Should one assume it means just what the introductory four letter word
implies? To many this is the only definition for the term. In doing my "homework" for this
conference, I became fascinated by the diversity of definitions presented for the terms leader
and leade:ship. I have thus chosen to vary my concerns by presenting a number of these, along
with the reference, so that perhaps conference participants can choose for themselves their initial
feelings for the terms.

A. Leadership is an interpersonal relation in which power and influence 2 r e unevenly
distributed so that one person is able to direct and control thq actions and behavior
of others to a greater extent than they direct and control his.'

B. A leader is one who is fitted by force of ideas, character, genius, strength of will,
or by administrative ability to arouse, incite and direct others toward achievement.

C. A leader is one who can get people to follow him. 3

D. A person who by force of example, talents, or qualities of leadership, plays a directing
role, wieAlds commanding influences or has a following in any sphere of activity or
thought.'

E. Leadership is a process of mutual stimulation, which by successful interplay or revelant
individual differences, controls human energy in pursuit of a common cause.'

F. An individual is a leader in any situation in which his ideas and actions influence the
thoughts and behavior of others. 6

G. The leader must be thought of as a wide in group experiencing, not as a dictator of
the thoughts and acts of individuals.

H. Leadership is the activity of influencing people to cooperate toward some goal which
they come to find desirable. 8

I. Leadership is specific to the particular situation. Who becomes the leader of a partic-
ular group engaging in a particular activity and what the leadership characteristics are
in the given case are a function of the specific situation. 9

J. Leadership is the fulcrum on which the demands of the individual and the demands of
the organization are balanced.10

K. Leadership is an indeterminate something-or-other that apparently exists in a variety
of i: finite forms and derives from a multitude of mysterious sources.11

References:
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2. Wishart, Kenneth J. Tzchniques of Leadership, Vantage Press, New York, 1965.
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7. Baxtee, Bernice and CassYy, Rosalind, Group Experience, the Democratic Way,
Harper, New York, 1943.

8. Tread, Ordway, The Art of Leadership, McGraw Hill, New York, 1935.

9. Adair, John, Training for Leadership, MacDonald, London, 1968.

10. Knowles, genry P. , and Saxberg, Borji 0. , Personality and Leadership Behavior,
Addison-Wesley, Boston, 1971.

11. Jennings, Eugene , An Anatomy of Leadership, Harper Brothers, New York, 1960.

16. WILLIAM J. PRICE (Minnesota)

I believe the most important concern, as related to our professional organization, AECT, is the identi-
fication of leaders following the orgar'?.ations rrovi 'Ing opportunity starting at the grass roots level for
individuals to participate. Without a participation pr:gram at all levels that is designed to provide
growth experiences, there will be no ever filling r,\Orvoir of talent to draw from to move into the
various leadership levels.

17. WILLIAM J. QUINLY (Florida)

I. Most members of AECT share a mutual desire to see the organization grow in prestige and
stature, since they share the benefits both economic and professional. Unfortunately, the
majority prefer to leave the leacbrship roles to others, ant' the result is that the committee
structure of AECT is populated by a very limited number of members.

It is imperative that a means be developed to identify and encourage those with leadership
potential to take a more active role in the Association.

AECT has made no attempt to shape the curriculum of those institutions currently training our
future leaders, nor do we accredit or identify the Fetter programs. There is considerable
evidence that there are graduates from media programs without proper credentials.

Since no success has been achieved through regional accrediting organizations, AECT should
establish and enforce iz own minimum standards for professionals and programs.

Leadership tends to emerge from a knowledgeable and concerned membership. There are
many who have drifted, or been drafted, into the field who have only the most rudimentary
knowledge of media, and cannot therefore be expected to assume leadership roles in ther
institution or the profession. There are also veterans in the field who could profit from G.1
update on m-dia technology.

AECT should encourage or sponsor workshops and programmed presentations which can be
widely distributed to assist in educating our membership. The audio tape series by Dr.
Philip Lewis of Research Technology Incorporated is the type of effort required.

IV. The ingredients of leadership are not well defined, but AECT can provide experience,
incentives and knowiedge to those individuals with motivation, personality, status, tenure,
physique, charisma and the other features required to Le a leader.

18, DONALD D. ROGERS (Texas)

Successful leadership requires the ability to:

1. Formulate achievable and aesirnble objectives.

2. Design a program to achieve the objectives.

3. Secure support for the objectives and programs.

4. Implement the program.

5. Manage the program until the objectives have bec chieved or the project
is abandoned.

While the above analysis is an oversimplification, it does provide a basis for the examination of
leadership behavior.
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(continued)

The unsuccessful leader generally exhibits some or all of the following behaviors:

1. Formulation of objectives which are desirable only to the leader.

2. Failure to secure support for objectives and programs prior to implementation.

3. Failure to adequately manage programs.

Media professionals !ail most frequently as a direct result of their inability to adequately administer
appropriate program: which have been implemented with adequate support. These management
failures frequently c.nn be attributed to:

1. Ix-pi:rope ,. allocation of available resources.

2. Inadequ nte evaluation of progress toward objectives.

3. Inabilit) to isolate and deal with problems which impede progress toward the objectives.

Nothing succeeds like success. Nothing fails like failure. Too often the media professionals' miserable
management leads taem down the road of failure ani away from positions of leadership.

19. WILLIAM SCHELL (California)

My current prime concern related to leadership and media may at first seem frivolous. I'm entirely
serious about it, lio ever.

How can we as "media people, " leaders, if you will, get other leaders to follow us? By this I mean,
most of us AV types are not top echelon leaders in the places we work. Usually we're second level
leaders. We must often move other leaders to effect the changes we desire. Yet it is my observation
that many of these "leaders" consider themselves entirely knowledgeable about our media specialty
and feel most comfortable charging ahead without us, seeking us out only as problems arise.

So, what can we do to establish ours as a truly professional task worthy of consideration during instead
of after instructional decisions are made?

20. GUY V. SCHILLING (Louisiana)

How can the goals of the organization be pursued so that individual members get greater motivation to
internalize those as their own professional goals? Leadership development should be geared to promote
ways in which a "gr nss roots" membership is actively committed to group goals which reflect the reality
of our time.

Are there alternative organizational patterns which AECT might initiate that would better serve and
perpetuate leadership development at local levels? For example, would not the expansion of local
"mico-units, " or chapters, of AECT provide additional status positions and responsibilities for greater
local involvement? Thus, avenues for more personal involvement on local issues as well as those at
higaer levels would be opened.

Should leadership dvelopment for media professionals become more involved in political activities?
If so, what should be the underlying philosophy to guide these actions, and what methods might be most
productive, yet congruous, with the guiding philosophy of the media profession?

Can we identify and define leadership behaviors that are somewhat unique or most highly desirable at
specific levels of operations or functions in the media field?

Leadership development for media professionals should deal specifically with how we can best fufill
our responsibilities of interpreting the media programs and goals to teachers, librarians, administrators,
etc.

Discuss the different "types" of leaders and the behaviors, organizational structures, and social norms
which characterize each type. Perhaps we can gain insight into factors contributing to the success of
each type of leader which can be applied in the leadership roles of media professionals.
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Isn't it true that leadership inc6t esuits from such factors as expert preparation for a task,
certain psychological traits or attitudes, excessive drive or motivation, intellectual capacity,
group goals and expectations, or some combination of these factors in a given time/space dimen-
sion? Or, is there some hierarchy of universal qualities of leadership needed by the media profes-
sional? If so, can these qualities or behaviors be expressed spe,if:cally? Or, should we think more
in terms of leadership development as a process? Is the development uf leadership dependent on
nature? nurture? Some combination of both?

Concern should be given to an examination of factors in the organizational structure and leadership
role responsibilities in an effort to identify areas of conflict or causes of frustra'ion which tend tc
retard progress of group functions. Also, what identifiable system of built-in rewards does the
organization hold for the price of leadership? Do those who lead find satisfaction or do they with-
draw in frustration? Ar .-!. the role expectations congruent the individuals expectations?

21. CAROLYN SKIDMORE (West Virginia)

My concerns for AECT are:

I. The creation -lid implementation of an effective working communication model for the
development of leadership to be used by AECT.

II. The development of leadership opportunities to function effectively within the organization.

III. The creation of an organizational pattern that reflects equal representation of all types of
membership in positions of leadership, (examples of groups within membership, type of
employment, sex, age, minority groups), and

IV. The development of leadership in media for creatir.g and/or influencing a multi-ethnic
society.

Concerns for the media professional:

Those of us who are professionals in the media field realize the importance of the development of
leadership ability for the m.:clia professional and the responsibility of not only growing ourselves, but
also, assisting in th,2 growth of others. It is important for those attempting to attain a leadership role
achieve the ability to guide, conduct, direct and influence other professionals in the broad area of
education. This type of growth or leadership development should result in a positive concrete
influence on every subje,:t area of the curriculum--on the professional staff--on the media professional
and on the student.

My concern is how to give assistance to a person so that when he or she is placed in a leadership role in
the media field, he or she (not in order of priority)--

1. is knotNledgeable in media

2. is accepted as a professional and not a keeper of equipment and materials

3. is a change agent

4. is capable of making decisions

5. is able to foster communication and cooperation between staff members

6. is able to give recognition and criticism when needed

7. is able to recognize and accept others' achievements

8. is able to delegate responsibilities

9. is able to achieve results, especially in group sessions

10. is able to be human and humble

11. is able to generate enthusiasm

12. is able to listen
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(continued)

13. ethical

14. is a responsive and responsible person

15. is a sensitive person

16. is imaginative and ' novative

17. is positive in attitude and outlook

18. is able to stand behind his staff and his decisions.

Can a person be trained to be a leader with only that goal in mind? Are not leaders leading because
others have decided they can follow those particular individuals. Someone that is a leader to me in a
given situation may not be a leader to you in the same situation cr to either of us in a di"erent situation.

22. PHILIP D. SMITH (South Carolina)

1. Can we identify the problems that presently exist in AECT?

II. What goals can we establin for our organization to accomplish at the national level and
through our affiliates and divisions?

III. For what purposes does AECT need to develop more leaders? at what levels? and why?

IV. What are the roles and responsibilities necessary to carry out our goals and solve our prDblems?

V. How can we identify potenLial leaders from among our membership or enlist iu our organization
for these different areas? What criteria can be used?

VI. How can those identified be motivated to work hard, to be excited, and to be actively involved
in order to strengthen and propel AECT forward?

VII. What suggestions can we make for implementing a leadersl- development program at all levels
within our organization and maximize the involvement of GI.: members at the "grass roots"?

VIII. Can our efforts at this year's conference result in a manual on leadership development that could
be as a guide by our affiliates and divisions? Can we demonstrate how to get the job done?

LX. Will an active leadership development program be initiated by our national staff and officers as
a result of this Okoboji Conference that will provide the catalyst and snapback our organization
needs at this time?

23. THERON SWANK (Missouri)

I. Definition of leau.nship.

TI. Defining the qualities and attributes of a leader.

A. Types of leaders and leadership needs.

B. Specification of leadership qualities and attributes.

C. Relationship of different types of leaders to specific types of leadership nceds.

D. Basic tech.li 7,, )1 1Padership development.

III. Leadership roles of an instru..ricnal technologist

A. Identification of the publics I.erved by the instructional technologist.

B. Distinguishing qualities of these publics as related to leadership qualities and techniques.

C. 7.riteria for assignment of priorities to the leadership needs of these publics.
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(continued)

Implementation (,t t;,. lership role of an instructional technologist.

A. Specification of the needs of a selected audience.

B. Analysis of the dynamics of the selected audience.

C. Development of a model of a systematic approach to t' c implementation of the
leadership role.

D. Implementation.

V. Professional preparation of instructional technologists as leaders.

A. Role of higher education academic programs.

B. Role of AECT and state affiliates.

C. Role of national, regional, and local leadership conferences and wbrkshops.

24. CORD01"7 TUBBS (New Yo:k)

mo develop leadership or to train a man to become a leader is a magnificent accomplisliment. Some
of the world's greatest chars like Socrates and Plato have taken up this challenge and failed. In a
legend about the training and management of men, a wise ruler counsels his son in these words:

He who instills a sense of greatness in his people is tempering an instrument which will serve
him in tomorrow's need.

Impart less of the dry bones of kric-wledge than a mode of thought enabling man to grasp
knowledge.

You shall not fill men with hollow formulas, but with visions that open doors to creative
action.

Teach the man respect for himself and others, for irony is the habit of the dolt. Ana what
can replace love?

Teach the man to barter himself for something greater than himself, for otherwise he will
be warped.

Do not base your strength on men's falsehoods and corruptions even though they seem to
benefit you, for he who betrays a fellow laborer will not be faithful to you. Fidelity alone
breeds the strong man.

Teach love of perfection, for every work a man sets his hand to may lead to progress.

You shall show how wonderful it is for men to work togethereach seconding each and
all--for all must maintain the same boat in which they all tail.

And this above alldo not change the into an ant trained to the life of an ant hill.
The one thing needful for a man is to be--and to live and die in the fullness of his being.

Thus goes the legend--any one of the points has the potential to fill a workshop with discussion abcut
leadership in the educationil media field.

I would like to add to themno claim to wisdomonly some years of experience in business. Most
business enterprises are , tlly concerned with the leadership development of people--executive develop
ment, management dcv, iopment and others. If they seem simple and obvious, it is the simple and
obvious that is most often ignored.

A. Development and train; must be higZ4y personal and individual. Every man is in
certain respects like all other men--like some other men--like no other man.

B. The obligations and responsibilities for development rests with the individual.
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(continued)

C. There is no ideal personality. Do not seek men with certain "personalitytraits," but
men who indicate or demonstrate an ability to do e7e work you want done.

D. Management is only one aspect of leadership. In many respects it is a separate and
distinct kind of work.

E. Emphasize a man's development in the present assignment, rather than on a promotional
ladder.

F. Opportunity for development must be unrestricted.

C. Develop a man thr-ragh his experience in his day-to-day work.

H. A prime instrument of development is decisior making.

I. The incumbent manager influences the development of the people under him.

J. Moral and spiritual values are important ; devel.pment.

These points and those of our lege drykingtoii nly a few facets of an extremely complex problera.
Concern for them, however, ma' lelp us a, ake thought and action in onr specific area of leade
ship for educational meuia fi '

2 ! VIRDEN (Maryland)

I. To what extent is tho national organization actively involved in encouraging leadership rok..
for the younger professional?

II. To what ..;xtent are graduate schools requiring course work and independent study which wiH
encourage innovative leadership rather than the safe following of common practices?

To what exter.i. afe worthwhile leadership practices being shared by members of the profe,,ien
in similar job situations?

IV. To what extent have media professionals proven to the educational institutions that they have
a significant leadership role to play in the teaching/learning process?

V. To what extent is the profession attracting the kind of young media professionals who can evolve
into leadership roles?

VI. To what extent are the state affiliates of the national organization playing a leadership role in
their respective state educational estabiishments?

VII. To what extent is the national organization actively involved in publicising the leadership
activities of the individual members and the state affiliates?

VIII. To what extent is leadership ability a direct function of personality, regardless of educational
background; how can the potential leader be recognized early in his career and be encouraged
to develop his natural gifts?

26. DON WALKER (Virginia)

I. Do we have media leadership co ;nensurate with the capabilities of our "wares" to aid the
learner?

II. Do we have the stature or the image that attracts individual educators to us as their ally and
co-worker within the scheme of learning?

Is our hierarchial position on the organizational chart of the State Department of Education
or local educational unit commensurate with our ability to influence the learning climate?

IV. As an organization (AECT) are we conducting an effective promotional campaign aimed at
making educational administrators aware of our capabilities at the heart of the learning process?

1 1 6

114



27. RORERT WOHLFORD_Folorade)

In order to develop elfcctive leadership at the state, district and local levels, certain avenues for
utilizing available rescurces need to be explored and clarified.

1. What regional resources are available?

2. :low can a sit acture be developed to utilize regional coordinators?

3. How can regional ineetings be kept alive?

4. How can new and younger media people be identified, encouraged and utilized in the
state structure?

5. What are the most essential needs for an in-service training program?

6. How can effective methods for developing small district workshops be identified?

7. How can continuity be maintained within the tot.,1 organizational structure?

25. GUNNAR HANDAL (Norway)

I have read the introductory papers by Dr. Lawson with great interest. However, as they are both
of a relatively general nature, I am looking forward tri the work at the conference of adapting these
gewn.al views to "leadership in the media professica. In advance I find this rather difficult as the
term "media profession" is not at all well defined in Norway. The development of educational
media has not come so far in my conntry that the professions connected to them have been formalized
to arn extent yet. Nor do we have any organizations which are particular for the people working in
the eClucational media field.

I vin therefore interested in the relationship between the development of leadership in the profession
itself, and leadership within the organization of the professionals. With the Norwegian situation
described above I am naturally most interested in the first of these aspects.

Personally i see the functional-leadership approach as the most fruitful one. I see this as dependent
to a great extent of the individual's ability to discern and structure the groups objectives at any
specific time 2nd to adjust ones own objectives accordingly when this is perceived as worthwhile.

If one follows the functional approach to leadership, another interesting point comes forth. While
many other approaches lead to the selection and training of cpecific leaders who are supposed to take
leaderihip responsibility, the functional approach involves all group members as potential leaders in
a given situation. Leadership training will then necessarily involve all these members with the objec-
tive of training them to work together, accepting both to fill leadership functions and to let others
taking over leadership responsibility.

From what I have heard, as well as read from the paper on the "Okoboji Conference Process", this
conference seems to be a typic21 example both of a functional leadership situation and of a training
process for this kind of leadership

29. MILTON PATRIE (Kentucky)

I. T .e creation and implementation of an effective working communication model for the
cievelopment of leadership to be used by AECT.

II. The development of leadership opportunities to function effectively within the organization.

III. The creation of an organizational pattern that reflects equal representation of all types of
membership in positions of leadership, (example,...,1 groups within membership, type of
employment, sex, age, minority groups), and

IV. The development of leadership in media for creating and/or influencing a multi-ethnic
society.
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30. JOHN BULLARD (Iowa)

My concerns are more' about the profession than about the development of "leaders." How can we
develop leadership in a "profession" that hasn't yet been satisfactorily defined or named. The Domain
of Instructional Technology (DIT) is in reality the Domain of Instruction in a 'Technological Society
and is much too broad in scope. It is not possible to train a general practitioner (GP) in the DIT in a
3 or 4 year graduate training program, therefore, the only GP/DIT is the seasoned educator who has
had time to develop some expertise in Management, Selection and Evaluation, Support/Supply, Research
and Theory, Design, Utilization and Utilization/Dissemination. How many of these are there?

It seems that if we claim the DIT, then we would be Instructional Technologists (ITs) and that implies
a generalist with all of the skills listed above. Or are all who possess any of the above skills ITs,
includhig the photographer, the librarian, the measurement specialist, etc. We have many leaders
associated with our professional organizationare psychologists, equipment specialists, politicians
and classroom teachers all ITs?

Developing a leadership program without first developing a clear cincepAtalization of the profession
we want leaders for is a waste. Perhaps AECT and this confe:ence thould put all its resources to the
realistic specification of the competency-based jobs, and es:ablish a means (such as examining boards)

tnenitor programs and certify personnel.

What the are minimum competencies of the generalist in Ti? Must these competencies be met prior
to a being certified in IT-Research or an IT-Support/Supply, etc. ?

If 'Ne can define these rolesthen perhaps we can determine what type of specialized leadership
training we should be considering. We will have a goal.

31. LIDA COCHRAN (Iowa)

I was privilcged to read the responses to Francis Noel's request fc identification of acts of leadership
in our field over the past fifty years. Reading of leadership in the past made me feel proud--and
concerned: Proud of audiovisual technology's contribution to education and concerned that nu one
mentioned any act of leadership contributing to strengthening DAVI/AECT as an .Jig-inization, except
to mention, "name-change " Is there a need to more clearly define the stmcture and procedures of
AECT so that: 1. Paths to leadership in AECT are clearly visible to would-be leaders, and 2 Activ-
ities started in one year will be continued by officers and committees of the following years?

Is the welfare of its members a concern of a professional association's leadership? For example,
what should be the role of AECT in certification of audiovisual technologists and establishing standards
for accreditation of schools and colleges.

Also, I am cincerned that in focusing on leadership developmeat we may neglect the need for excel-
/once at all levels of endeavor. Leaders and followers, we are all members of the 1m, dependent
upon each other. The most elaborate multi-media presentation is a dud without e,perts to run the
equipment. Can we seek perfection in the performance of all tasks at all levels, giving credit and
dignity to every job well done?

32. ROBERT z_alLECKE (California)

I. As in Lawson's paper, "How do you describe the plwnomenon called leadership?" I am con-
cerned that we must somehow define our terms. Can leadership be defined in terms of criteria?
Will that be enough?

II. What is meant by "Development"? What is the Media Professional?

What procedures do we have and/or use to identify potential leaders?

IV. Do we too often operate empirically?

V. How sensitive are we (and how sensitive should we be) to the "Organization Man" and the
"Establishment" when we think of "Leadership"? I have the gnawing feeling that some "leaders"
are those who simply accede to the established patterns. Is this a problem?

vr. What role does "personality" play in leadership?

VII. Can "leadership" really bo related to SIN?

Sensitivity
Initiative - Imagination
Nurture of the Individual
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33. ARTHUR M. SUC HESK (C aliforn )

What is the value of leadership in our career field if it is not to inspire others to follow, to create,
and to have the courage to build on to the foundation laid by past and present leaders.

There are four major concerns in the area of leadership development that I offer for the delegates
consideration:

Leaders and upcoming leaders should be encouraged to take innovative, calculated
risks and not to be totally concerned with placating the establishment.

2. The activists in leadership should document what they are accornrlishing or attempting
to accomplish in order to establish a valid bank of leadership inspired experiences.
This is in contrast with the documentation that usually comes from historians or good
writer types.

3. Leadership should be promoted by setting examples, sharing experiences, failures as well
as successes, and by actively and aggressively sponsoring potential leaders upcoming from
the ranks.

1. A step structured leadership career development program should be designed and administered
by AECT in order to ilt.ure a continual flow through the years of "Experienced Leadership. "

34. C HARLES VAN HORN (Washington, D. C. )

The behavioral sciences are grounded in a belief that the needs and motivations of people are of
prime concern. Furthermore, there is an acceptance of the value of the individual as a thinking,
feeling organism, and of the fact that without these considerations the organizations that do not
take this into account fall short of their purposes as social entities.

There is optimism about the innate potential of man to be independent, creative, productive,
and capable of contributing pcsitively to the objectives of an organization. There is an assumption
that not only does man have these potentialities but, under the proper conditions, will actnalize
them. These "proper conditions" are based on the application of the fundamental concept of the
dignity of the individual.

Satisfactory working conditions, adequate compensation, and the necessary resources for the
accomplishment of the task are viewed as only a small part of the requirements for a motivational
climate. Of greater importance are the creation of an atmosphere of effective leadership, the
opportunity for the realization of pervinal goals, congenial relations with others at the place of
work, and a sense of accomplishment In other words the aim is to change the psychological
environment in terms of man's personal needs.

Building upon research which demonstrates that groups do exist as social units within an organization,
the current emphasis should be on the effective use of group effort and interaction. Especially in
the realm of leader-members relations, the group theory of organization stresses the effectiveness
of cohesive groups in carrying out mutually agreed upon objectives. Research has shown that group
norms may take precedence over leader directives unless the group has the utmcst respect and con-
fidence for the leader.

There is a realization that a larger organization, such as AECT, is in fact, a collection of over-
lapping formal and informal groups. Effective leadership should be equated with optimal use and
cooperation with these groups.

Aim for participation: Research has shown repeatedly that individuals are more deeply committed
to a course of action if they have had a voice in planning it. There has been a growing realization
that the most effective means of gaining commitment and involvement is to obtain the participation
of personnel in reaching decisions that effect them.

Participation in this sense is not the brand of "consultative leadership" often identified with the
human relations movement, under which a leader, who has already decided upon a course of action,
asks the opinions of personnel merely to give them a sense of participation. The use of participation
implies that the leader really wants the opinion of the members and that he is willing to be influenced
by their feelings and ideas.
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The "ocial system" of an organization is viewed as an enlarged version of a man. Th .. organization
is be/ievcd to have, on .1 large se:IL', all the qua tides of an ',dividual, including beliefs, mode of

keh.lving, objectives, personality and motivations. It has a..tputs, inputs, interaction and responses.
This thecuy assumes that Ill behavior is gyal seeking, in individuals and in organizations. Improve-.
II 1 ellt of the system, therefore, is aimed at increasing its effectiveness, as a totality, in order that it
may reach ita goals.

Because of the overlapping, reinforcing, ano interrelated nature of the systems components, develop-
ment or iinprove:nent of the organizatim is geared to improve all parts of the system.

this writer, dealing with isul.ited factors in organization improvement results in minimal pay off.
ar example:

o New equipment and materials are of tittle value unless staff are trained to operate and
nse them effectively.

o Open communication is dependent upon tr....A among people.

o Individual objectives cannot be meshed with organizational objectives unless the
organizational objectives are clearly defined and communicated.

o An atmosphere of candor and interpersonal authenticity can be disastroi.s unless there
is generally a condition of mental health among the members.

o Asking the participation on the part of the members is pDhltless unless they are com-
mitted to the objectives being sought.

Organizatims as dynamic entities are characterized by pervasive change. The management of change
is seen as the aal job of the leader. Managing change takes two forms (1) acclimating the members
to externally ami internally created change, and (2) building an atmosphere in which change is not
only welcomed but created by the members.

Tho "on-going process" is seen as a self-perpetuating, ever-involving phenomenon. As an organi-
/ation reaches one plateau of effectiveness, and as societal and internal changes are introduced and
assimilated, new goals are established. Working toward these goals is vicwed as an on-going process
of actualizing the organization's potential.
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Appendix B
SUMNAR17.ED RESPONSES TO QUESTIMNATRE

About eight weeks pljor to the 18th Okoboji Confer,nce delegates were given
the optio of either writing the customary "concerns" or responding to a question-
ndire leveloped by James R. Liwson.

Slnce the responses included nunerous duplications of 1.6s, the delegates
voted to include a sulmmarization of their responses in this appendix. The
questions are listed in the order of importance as rated by the delegates. It
is interesting to note the differing, 7..ad sometimes opposing, points of view.

1. What would jou Identify to be the crucial dimensions of leadership behavior?
List in the order of their powerfulness those broad, universal elements or
properties that you believe underlie leadership behavior. Those answers
t;hould be based on your background, experience, beliefs, and points of view;
a search of your mind and sou and not a search of the literature.

a. lespect for and fait77 in others Humaneness
confidence '!etermination rards group recognition
CCCP:3

c. .c.'vty to needs of group
d. Physical appearance as accepted by 2roup

Inte:ligence, foresi:ht, stobility
f. Tnternal drive, motivat-icn, flexibility

s;:ould have abil-7:ty to:

a. Work with and through others
purpoes and problems in Zight of your professional job

and associationol needs -,nd goals
c. i.!ae decisions
d. Translate purposos into a plan to "get there", working with

colleagues, sometimes pushing, always leading
e. Chanae and embrace new ideas
,. To communicate

2. What leadership role should AECT members play in education and society over
the next ten years?

me-'ers should:

a. Be noted for their innovativeness, creativity, and concern for
humane education.

Guide education toward the positive use of tecT logy to individ-
ualize and personalize instruction.

Pe leaders in "alternative" movements, external ,ees, commun-

ity resource centers, and citizen information 7.;works, show-

ing OUT concern for learning.
d. Be as concerned with goals as with means, scrutinizing our own

products and processes for undesirable as well as desirable
outcomcs.
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(Summary of responses continued)

Pring society and edueatien eioeer together, 2s3ist in defining
societal goals, and then ruoport them.

Work more closely with clasereom teockers, librarians, and
adMinistrators to feellitote the acquisition, processing,
distribution, utilization and servicing of instructional
materials aeei equipment.

g. Respond to the goals of AECT, trying to foster competent leader-
ship in the ap:filiate associations, regional, county, and city
groups.

h. Apply communication skills which have been researched with respons-
ible resuLts in education; be more conservative with innovative
claims.

Apply their ex:-ertise in defining, clarifying and improving com-
munication in many different types of organizations in society
--including governmental, professional social types.

3. What leadership role should AECT, as an organization, play in the greater
society over the next ten years?

AECT should:

a. Internally, set up terminal objectitee to be achieved by AECT in

ten years and develop professionr criteria fbr members of

various groups.
b. Externally, research needs of soe'. es AECT can meet them.

c. Apply its efforts to the study of e in our society, taking

an active interest in how studen '--rn; instead of putting
emphasis on professionalism, assceecions, etc., make an all-
out effort to study specific areas of learning.

d. Make a complete disclosure to the membership of the problems
being fbced by the organization. Design an organizational
framework which will allow membership response an /or partici-

pation.

e. Broaden our organizational contacts with the fieldsee what can
and should be done to get competing groups in touch--direct
their energies and expertise toward goals many organizations
can accept and support.

f. Continually evaluate and upgrade their leadership training pro-
grams, establish better comunications between society as a
whole und the educational segmentr; of society, and promote
beneficial legislation for education.

g. Be involved in the -L:earning society which will play a major factor
the future of the health, education, and welfare of the

general populous of this country--not just school education:
h. Play a greater role in society by accomplishing its direct level(s)

of responsibility to its constituents. Our Zeadeeehip role in
society is dependent upon our cohesiveness, rapport, as a pro-
fessional Educational Communications and Technological Organi-
zation and our success in solving cgmunication problems which
are involved in the educational process.

i. Take a stand on relevant social issues, especially those pertain-
ing to communication and technology (the misuse of infbrmation
by schools, the relation of work, education and leisure, and
development of technologies in education to promote individual's
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(Summary of responses continued)

sense of potency, of control over his own destiny)--Monitor
its own technologies, taking responsibility for goals ae weZZ
as means and unintended as weZZ as intended outcomes.

j. Work toward the continued deveZopment and advancement of the media
profession among the other professions of society, deveZoping
fully a stronL, voice in the scheme of society and its sub-ZeveZ,
education.

k. Increase its invoZvement in, and support for, life-long learning,
from education for very young chiZdren, pubZic schooZ educa-
tion, coZZege and vocationaZ education, to continuing educa-
tion for aduZts.

Z. Work closely with affiliates.
m. Encourage and support research in the behavioraZ and physicaZ

usage of the mass media. ...HeZp society Zearn to cope with
mass media - to interpret and to evaZuate.

n. Promote communicat'on and understanding between divisions and
deveZop the css-talk for ,,,operative working reZationships
with all speciaZized area

4. Where should AE(... put its emphasis in implementing a leadership development
program? ,Keep in mind there are two mail' classifications of leadership:
(1) functions to achieve group goals, and (2) leadership functions to main-
tain and strengthen the group itself.

AFCT shouZd:

a. Encourage the deveZopment of Zeaders with a futures orientation,
who insist our role must be reflrm in education, not mereZy
technoZogizing the status quo.

b. Listen to past Zeadership in research and experience which
strengthened the fieZd in the earZier stages of deveZopment.
Leadership functions of AECT must maintain and strengthen the
group who support it financiaZZy (the dues paying members)
and Zeadership in achievement of group goals must be a totaZ
more than a focaZ outZook.

c. Define the fieZd--as represented in its membership categories;
clarify professionaZ goals of practitioners ofmany different
types who beZong to AECT; define eZements of professional
behavior; deveZop professionaZ preparation programs suited to
provide identified competencies.

d. DeveZop programs that cover from grass roots ZeveZs on up, pro-
grams so designed and structured as to increase the depth and
breadth of increasing numbers of potential Zeaders.

e. EMphasize the deveZopment of Zeadership among the younger members
of the organization and the graduate students, who are spe-
ciaZizing in media.

f. PZace emphasis at the state and ZocaZ ZeveZs with conferences for
the development of ZL,adership, funded and staffed by AECT.

g. EMphasize in a Zeadership deveZopment program, the Zeadership
functions which aZZow the achievement of group goals and not
those that necessariZy perpetuate the association.

h. Implement the Zeadership deveZopment program at state affiliate
ZeveZ, providing conscious understanding and practice under
supervision with performance appraisals.
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(Summary of responses continued)

One delegate wrote:

This question puts the cart before the horse in many ways. Particu-
larly since many AECT members are questioning AECT goals (what
are tkey? are they worthwhile?) Only when there is a common
understanding of goals can this question be answered.

5. How would you define the powerful and crucial dimensions you have identified
in operational terms?

Ability to:

a. Recognize existing problems and accurately interpret their causes.
(Problem Sensitivity).

b. Generate a variety of potential solutions.(Idea Fluency)
c. Discover or create "original" solutions. (Originality)
d. Be open to a wide variety of solutions. (Flexibility)
e. Demonstrate determination, persistence, and self-confidence.

(Drive)

f. Analyze complex problems and synthesize solutions. (Insight)
g. Organize, initiate, and complete projects.
h. Seek opportunities for leadership.
i. Motivate co-workers.
j. Seek realistic goals. (Realism)
k. Make decisions.
Z. Work under pressure.
m. Recognize differences and needs of co-workers. (Humanism)

6. What criteria should be established to identify emergent leadership?

Evidence of:

a. Scholarship and intelligence.
b. Credibility.
c. Salesmanship, including communication skills.
d. Self-confidence.
e. Past Zeadership at local and state levels.
f. Desire to perform at national level.
g. Willingness to Zisten to group needs.
h. Ability to deZegate responsibility.
i. Sensitivity to societal needs.
j. Ability to define and use objectives.
k. Humanism.
Z. Ability to organize, conceptualize, analyze, synthesize.
m. Ability to motivate co-workers.
n. Responsibleness.
o. Openness.
p. Insight.
q. Future sightedness.
r. Energy and enthusiasm.

7. What criteria should be established to determine which skills, knowledges,
and attitudes are to be developed in emergent leaders? In leaders already
identified, selected or appointed?
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(Summary of responses continued)

Ability to:

a. Make phiZosophicaZ and theoreticaZ contributions to the profession.
b. Recognize and understand present and future needs of the profes-

sion and of the fieZd of education as a whole.
c. Interpret and communicate the present and future goals of AECT.
d. Conceptualize and classify Zeadership roles, situations, types.
e. Identify to provide ,eadership for the group rather than accom-

pZish personal gain.

8. WIat skills, knowledge, and attitudes do you perceive leaders must have to
ahieve the goals of the association?

Ability (skills) to:

a. Communicate organizational goals.
b. Organize.
c. Work with people.
d. Take appropriate risks.
e. Convince and motivate others.
f. Demonstrate patience, humor, objectivity, enthusiasm,

sincerity, modesty.
g. DeZegate responsibility to othe 3j and accept the actions of

the deZegates.
h. AnaZyze and synthesize complex problems.

Knowledge of:

a. The media fieZd.
b. Group dynamics.
c. Research methods.
d. Learning theory.
e. Teaching methods.
f. Technology.
g. ReZevant ZegisZative action.
h. EducationaZ alternatives.
i. Curricular innovations and trends.
j. Significant people in the field and their contribution.
k. Political processes.

Evidence of appropriate attitudes toward:

a. Group opinion.
b. IndividuaZ differences.
c. Ideas of others.
d. The fitture.

e. Technology and human vaZues.
f. Potential contributions of technoZogy.
g. Self.

h. The profession and those in it.

9. What skills, knowledge, and attitudes do you perceive leaders must have to
maintain and strengthen the Association?
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(Summary of responses continued)

Ability (skills) to:

a. Objectively evaluate the organization's goals and its success
in accomplishing them.

b. Make corrective adjustments when necessary.
c. Work with and influence others.
d. Organize.
e. Be persistent and dependable.
f. Be creative and ambitious.
g. Communicate, formally and informally, verbally and non-verbally.

Knowledge of:

a. Entire field.
b. Association goals.
c. Organization of the association.
d. Key people in the association.
e. Worth of the association.
f. Needs of members.
g. Group dynamics.

Evidence of appropriate attitudes toward:

a. The democratic process.
b. Willingness to work.
c. The contributions of the profession and the association to

society.
d. Growth of the association as vital to the profession.

e. The future of the individuals in the pvfession.
f. PersonaZ future aspirations.

**************
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